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Abstract
The concepts of academic quality and social responsibility in post-secondary organizations are spacious
yet becoming more intertwined. With stated organizational values grounded in excellence and diversity,
this Organizational Improvement Plan (OIP) seeks to intersect a quality management framework with
the equity, diversity, and inclusion (EDI) efforts at a multi-campus college in Atlantic Canada. Specifically,
the problem of practice I aim to resolve is how a shared vision of academic quality may be created
through an added lens of social responsibility among the academic leadership team. In order to achieve
a shared vision of academic quality, there are two main goals central to this OIP: examine the newly
developed APAE framework piloted through an international partner through a lens of local community
and examine our quality standards through an EDI lens. Organizational learning theory provides insights
into understanding how knowledge is created and used within the organization to accomplish these
goals. Central to this initiative is a trianalogous leadership framework grounded in servant,
transformational, and collective leadership ideologies used to guide the leadership team in a series of
Academic Quality Leadership Lessons through a community of practice model. This process is supported
by an appreciative inquiry modality which draws upon the strengths of current quality management
initiatives and aims to bring about positive change by enhancing the leadership team’s knowledge of
socially responsible quality management practices.
Keywords: academic quality, social responsibility, collective leadership, organizational learning
theory, communities of practice, appreciative inquiry.
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Executive Summary
Colleges have long been accountable to stakeholders for the quality of their academic
programming as a commitment to providing high-quality learning experiences for all students. Like other
Canadian colleges, Atlantic Community College (ACC), a pseudonym for my organization, engages in
quality management activities to promote excellence and student success. This Organizational
Improvement Plan (OIP) focuses on one such exercise, the academic program assessment, which, unlike
externally-driven audits and accreditations, are conducted internally to instill accountability for
providing quality educational experiences and providing opportunities for continuous improvement.
With a newly developed academic program and enhancement (APAE) framework grounded in
enhancement-led practices, an organization focused on meeting the needs of its diverse communities,
and a leadership team with stated values centred on promoting equitable and inclusive practices, the
leadership problem of practice I aim to address is how a shared vision of academic quality with social
awareness may be created.
Chapter 1 introduces ACC as a large, publicly funded organization with a multi-campus delivery
model mandated to respond to community and industry needs, operating under both centralized and
decentralized organizational structures and processes. To better understand the context in which ACC is
situated, an examination of political, economic, social, and cultural factors impacting the organization is
provided. Challenged by the multi-site delivery model yet supported by collective leadership practices,
the Academic Leadership Team (ALT) is presented as the group providing oversight of the development,
planning, and delivery of academic programming and related activities, including quality management
initiatives. My agency to address the problem of practice is rationalized by my positionality within ACC
and is guided by a servant and transformational leadership lens. Bolman and Deal’s (2017) four-frame
model is used to provide structure to the problem of practice while approaches to quality management
that are grounded in sociocultural theory and are reflective of a diverse and inclusive organization
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support the vision for change. Organizational learning theory is then used to glean insights into how
knowledge is created and used within an organization, like ACC, and provides a foundation for the
questions that guide this OIP. Finally, Judge and Douglas’s (2009) eight dimensions of organizational
capacity for change were used to interrogate ACC’s capacity to implement change, positively placing the
organization in most readiness dimensions.
In Chapter 2, a blended approach to leadership, coined trianalogous leadership (Ramshaw,
2018), is introduced as the nexus of servant, transformational, and collective leadership ideologies and
is used to guide this OIP. Two change path models that emphasize collaboration were selected to lead
the change: Cooperrider et al.’s (2008) appreciative inquiry and Kotter’s (2014) eight-stage process.
With anticipatory-type changes identified as the path to creating a shared vision of academic quality and
the need for knowledge and skill development, identified through the Nadler and Tushman (1980)
congruence model, four possible solutions to address the problem of practice were identified.
Participating in Academic Quality Leadership Lessons (AQLL), grounded in appreciative inquiry, through a
community of practice (CoP) model was selected to resolve the gap between current and desired quality
management practices. An interrogation of the ethical paradigms of care, the profession, and local
community strengthens the need to embed social awareness within academic quality management to
help us understand the differing perspectives on or interpretations of program quality on our diverse
campuses. Chapter 2 ends with a justification to design, develop, and deliver the Ethical Leadership for
Equity, Diversity, and Inclusion course as a precursor to engaging in the AQLL.
Chapter 3 further explores the chosen solution to create a shared vision of academic quality
with social awareness at ACC by engaging academic leaders in a series of educative processes, guided by
appreciative inquiry methodology, that will enhance participants’ knowledge and skills related to the
existing APAE framework with an added emphasis on the social responsibility dimension of postsecondary education. Although outside the scope of this OIP, I posit that engaging in these activities will
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inevitably lead the ALT to identify and contribute to improvement initiatives that will become a critical
component of the APAE framework to be used in future academic program assessments. Here, the plan
for implementing, monitoring and evaluating, and communicating the change process is detailed with
special attention to evaluative inquiry having the added benefit of building evaluation capacity among
the ALT. Critical to the success of the proposed change is the communication strategy, which not only
includes details of the plan for virtual collaboration but also how to communicate in order to foster
psychological safety necessary for learning.
Lastly, I end with a reflection on the next steps and future considerations extending beyond this
OIP. The ALT is just one entity in a large organization. Thematic in this manuscript is the need for
organization-wide participation and representation to enact change, not only from an ethical point of
view but also from a political perspective, to reduce conflict among stakeholders. As leaders, the ALT
can articulate a shared vision of academic quality, which gives it legitimacy, but the image must grow
out of the needs of the whole organization and be owned by all stakeholders.
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Definitions
Academic Leadership Team (ALT): A standing committee of senior academic executives, deans,
directors, and managers internal to Atlantic Community College (ACC) with academic advisory and
decision-making authority who function under a collegial and participatory decision-making forum.
Academic Program Assessment and Enhancement (APAE) Framework: ACC’s internal, enhancementled, research-based framework that supports excellence in program delivery with consideration of our
own diverse organizational context. Academic program assessments are conducted on a per-program,
per-site basis under this framework.
Accountability: “All education stakeholders accept responsibility and hold themselves and each other
responsible for every learner having full access to quality education, qualified teachers, challenging
curriculum, full opportunity to learn, and appropriate and sufficient support for learning so they can
achieve at excellent levels in academic and other student outcomes” (Scott, 2002, para. 5).
Appreciative Inquiry: An approach used to engage participants in positive organizational change based
on building strengths rather than focusing on weaknesses (Priest et al., 2013).
Collective leadership: A team property (Mendez, 2009) that highlights the social exchange between
individuals in order to develop and achieve group or organizational goals or both (Pearce & Conger,
2003). In the context of this organization, it encompasses both shared and distributed leadership
characteristics.
Community of Practice: Grounded in learning through sociocultural practice (Lave & Wenger, 1991), a
group of individuals who collaborate to develop and share ideas to identify solutions to common
problems (Saldana, 2016).
Congruence: In terms of organizational inputs, “the degree to which the needs, demands, goals,
objectives, and/or structures of one component are consistent with the needs, demands, goals,
objectives, and/or structures of another component” (Nadler & Tushman, 1980, p.45).
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Monitoring and Evaluation: “A planning process and a written product designed to provide guidance to
the conduct of monitoring and evaluation functions over the life span of a program or other initiative”
and are used to “to inform management and decision-making processes; to support accountability; and
to guide organizational learning for program improvement” (Markiewicz & Patrick, 2016, p. 19)
Microcredential: “A certification of assessed competencies that is additional, alternate, complementary
to, or a component of a formal qualification” (Colleges & Institutes Canada, 2021, p.1)
Organizational change capacity (OCC): The ability of the organization to “produce matching outcomes
(content) for environmental (external context) and/or organizational (internal context) evolution, either
by reacting to the changes (adaptation) or by instituting them (pro-action) and implementing the
transition brought about by these changes (process)… (Soparnot, 2011, p. 642).
Organizational Learning: “The process through which organizations change or modify their mental
models, rules, processes or knowledge, maintaining or improving their performance” (Chiva et al., 2014,
p. 689).
Psychological safety: “A shared belief amongst individuals as to whether it is safe to engage in
interpersonal risk-taking in the workplace... [where] employees feel that their colleagues will not reject
people for being themselves... and leads employees to engage in open communication...” (Newman et
al., 2017, p. 522).
Quality assurance: The ongoing process of establishing confidence that standards for teaching and
learning, and other related activities, have been satisfied (Harvey, 2022).
Quality enhancement: The process of improving the quality of provision of educational experiences
(Harvey, 2022) that is an ongoing activity rather than an episodic event. It involves charting our progress
towards identified goals or standards.
Quality management: The combination of quality assurance and quality enhancement practices and
activities.

xiv
Social Responsibility: “The ability to take the perspective of and empathize with others, including those
from diverse backgrounds and cultures” (Collaborative for Academic, Social and Emotional Learning,
2020, p. 2), and translate that awareness into action.
Trust: Sabel (1993) defined trust as “the mutual confidence that no party to an exchange will exploit the
other’s vulnerability” (p. 1133), and without it, “no one will risk moving first, and all will sacrifice the
gains of cooperation to the… autonomous pursuit of self-interest” (p. 1134).
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Chapter 1: Introduction and Problem
Academic quality management activities are used in post-secondary institutions globally to
evaluate the quality of program delivery. This Organizational Improvement Plan (OIP) aims to examine
the leadership problem of practice as a gap in the academic quality management activities at a
geographically dispersed, publicly funded college and the need for a shared vision of what academic
quality means in the context of our organization which is centred around the goals of promoting
teaching and learning excellence and student success in diverse campus communities (ACC, 2021a). In
this chapter, I provide a synopsis of the context of the organization in which this problem of practice
exists through an examination of political, economic, social, and cultural factors. Challenged by the
college’s multi-site delivery model yet supported through collective leadership practices by the
Academic Leadership Team (ALT), I then provide a synopsis of my agency within the organization and
frame my leadership lens on servant and transformational principles. For clarity, I define terms related
to academic quality management and offer an overview of good practice in educational contexts
grounded in sociocultural theory and organizational learning theory. Change drivers are examined as the
long-term goal of improvements in academic programs emerges. An assessment of the organization’s
capacity for change positively places the organization in most readiness dimensions.
Organizational Context
The following section highlights the organizational context, including the history, structure,
governance, and leadership practices at ACC. Embedded here are also the broad contextual forces,
including political, economic, social, and cultural elements, which impact the organization.
Organizational History
Atlantic Community College (ACC), a publicly funded community and technical institution in
Atlantic Canada with more than 1000 employees, has a full-time student population of approximately
7500 students. With a mandate of responding to the local workforce, industry, and community needs to
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support social and economic development (ACC, 2017b), multiple campuses have been established as
regional centers throughout the province. Student enrollment spans approximately 20-1500 full-time
learners (Government of [Province], 2021) at these different sites. ACC’s program profile includes
certificate, diploma, and applied degree-level programs in the areas of academics, applied arts, business,
engineering, health sciences, industrial trades, and information technology.
ACC, however, used to consist of multiple vocational colleges and institutes until they
amalgamated in the late 1990s into the single institution it is today. While some departments were
centralized in the merger, others were not. Elements of this decentralized structure remain in place
today in some areas, albeit with more centralized oversight and planning. Each campus, however, has
relative autonomy in how it serves its local communities (ACC, 2017a) in that campuses may respond to
local needs in the programs offered or student support needed, for example. Still, they must follow
ACC’s centralized policies and procedures. To provide additional context to the diversity of campuses
within the organization, I offer vignettes of three select campuses at ACC in Appendix A.
Political and Economic Factors
As a crown agency, ACC is heavily subsidized through government grants, but fiscal challenges
faced by the province threaten the level of investment in post-secondary education (Government of
[Province], 2021). Compounding these challenges, like other post-secondary institutions across Canada,
ACC is facing financial pressures due to the COVID-19 pandemic. Lower revenue from ancillary college
business, fewer international students able to travel due to public health directives, and additional
strains on provincial and federal budgets, coupled with higher expenditures on technology and services
to support online learning, impact organizational budgets nationwide (Statistics Canada, 2020). As the
province works toward fiscal stability, the government recognizes the value of post-secondary education
as an economic driver “[ACC’s] role in transforming the economy over the next ten years cannot be
overstated” (Government of [Province], 2021, p. 159). Congruent with ACC’s program offerings, the
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provincial government branch overseeing social enterprise development promotes partnering with ACC
in sectors such as the arts, construction, culture, fisheries, health and community services, and business
enterprises (Government of [Province], 2018). As part of its commitment to ensuring its graduates have
the knowledge, skills, and dispositions needed to succeed in the labour market, ACC is committed to
providing quality programs.
Social and Cultural Factors
While operations are primarily dependent on the political and economic situation of the
province, social and cultural factors also impact the organization. ACC students and employees were
surveyed to gather input on the organization's vision, opportunities, and issues to address over the next
ten years. Some of the top responses included: to be a college that pursues excellence, sustainability,
and innovation; to offer quality programs with consideration of accessibility and relevance; to increase
and enhance collaboration; and to be better positioned with strong leadership, professionalism, and
competence (ACC, 2019a). The survey also indicated a desire to have streamlined processes across
campuses to remain constant when there are changes to the organization (ACC, 2019a), likely as a
response to the skepticism faced when changes are implemented. Changes in leadership at the senior
administration level, often bringing about new initiatives, are likely behind the cynicism. When going
through periods of leadership changes, there is trepidation among employees about whether the next
administration will have the same agenda as past leaders.
Mandate and Values
ACC strives to provide accessible, responsive, and quality educational opportunities to prepare
the people of the province to become self-sufficient contributors in local, national, and global contexts
(ACC, 2019a). In alignment with the province’s social improvement and economic growth goals, the
college’s mandate is to respond to community-based and industry-driven needs. It aims to accomplish
this through the multi-site program delivery of introductory to advanced-level educational programs,
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applied research, and entrepreneurial activities, which directly benefit both communities and industry
(ACC, 2019a). ACC’s values build on the idea of supporting students and employees and are widely
shared among stakeholders and campuses. A thematic analysis of ACC’s values highlights commitments
to excellence, diversity, integrity, and respect. These values are the underlying foundation critical to
ACC’s long-term strategic planning as well as our daily operations.
ACC’s operational plan highlights aspirations of excellence by explicitly stating our commitment
to establish a continuous quality improvement culture and support the needs of our learners from
registration to graduation (ACC, 2020). The flexibility of employees to continually adapt to the emerging
labour market, current workforce, and learner needs is supported by a commitment to continuous
improvement and is critical for individual learner success and broader social and economic
development. Furthermore, as a part of ACC’s equity, diversity, and inclusion (EDI) strategy, a steering
committee has been established to create a place of belonging for students and employees where all
voices are heard and respected. The pursuit of excellence and respect for diversity are of particular
relevance to my organizational role and this OIP and will be thematic throughout this manuscript.
Organizational Structure
ACC has a bicameral governance structure through the Board of Governors and Academic
Council. As a crown agency, oversight of provincial operations comes from the Board of Governors,
appointed by the Lieutenant-Governor in Council, whose purview includes academic, administrative,
and governance functions. While Academic Council oversees matters such as academic policy and
program approval, the Board of Governors has the ultimate authority to make decisions. A single college
president presides over all campuses in the province.
Directly reporting to the Vice-President, Academic (VPA), I am currently positioned as Senior
Director, Academic Development, responsible for centralized oversight of internal program evaluation,
external program accreditation, program development, and curricular advancement. The organizational
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chart shown in Figure 1 illustrates the ACC governance structure and the ALT. The organizational chart
also depicts the campus operations branch to highlight the structural disconnect between those who
make programmatic decisions with those who deliver academic programs. This is further magnified
through the multi-site delivery model from Campus A, Campus B, all the way up to Campus n. For
anonymization purposes, the exact number of campuses is withheld.
Figure 1: ACC’s Organizational Chart, Senior Academic and Operational Leadership
ACC’s Organizational Chart, Senior Academic and Operational Leadership

Note. The ALT is depicted in the blue boxes and includes the Associate Vice-President (AVP), Campus
Operations for continuity between the two divisions. My position is indicated in the darker blue box.
Position titles have been modified for anonymization purposes.
Each campus has at least one director responsible for implementing the delivery plan for
programs offered at that location. Faculty who teach, as well as individuals in support positions, report
to the Campus Director under the purview of campus operations instead of the centralized Academic
Dean responsible for the curriculum. Because each campus is responsible for responding to the needs of
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the local community, duplicate programs are offered at multiple campuses in several instances. For
example, a program may be offered at five different locations with five different groups of faculty and
support services who report to five different Campus Directors. In essence, each campus operates as its
own quasi-institution with respect to the delivery of programs.
Leadership Approaches
Given the multi-site delivery model and organizational reporting structure, ACC employs a
collective leadership approach to many initiatives. Grounded in the idea that individualistic top-down
management models are often incompatible with the realities of organizational needs, collective
leadership highlights the social exchange between team members in sharing leadership responsibilities
(Hiller et al., 2006). However, collective leadership is not a rigid phenomenon and may take many forms
as a team characteristic existing along a continuum depending on the activity (Mendez, 2009), so in
ACC’s context, collective leadership encompasses both shared and distributed leadership characteristics.
While shared leadership and distributed leadership have overlapping characteristics, such as the idea of
leadership being a social process that is not monopolized by one individual (Mendez, 2009), they are
conceptually different and one does not necessarily predicate the other.
Pearce and Conger (2003) highlighted the “dynamic, interactive influence process among
individuals in groups for which the objective is to lead one another to the achievement of group or
organizational goals or both” (p.1) as characteristic of a shared leadership lens. Mendez (2009) further
described leadership sharedness as the extent to which a particular leadership behaviour is shared by
team members, positively inspires others through collective contributions to the team’s vision, and is
willing to challenge established processes to propose solutions to problems (Mendez, 2009). Here, team
members exist in an environment with a shared sense of purpose, social support, and participative
perspectives (Carson et al., 2007). Leadership distribution, on the other hand, is the extent to which a
particular leadership behaviour is enacted by a different member of the team, relies on collective
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contributions to establish the team’s vision, and can create solutions to address problems (Mendez,
2009). Spillane (2005) posited that distributed leadership is focused on practice that results from team
interactions, as opposed to “leaders or their roles, functions, routines, and structures” (p. 144).
Although distributed leadership has provided a framework to address leadership exercised by those who
are not in traditional managerial roles (Diamond & Spillane, 2016), all members of the ALT are in formal
leadership positions. However, sometimes we individually take on the role of leader or follower,
depending on the activity.
While Figure 1 shows a traditional hierarchal structure, the responsibility for academic quality
management policy and implementation of procedures is a shared and distributed one. Different
projects within the realm of academics often require overlap among the other academic divisions and
sometimes beyond. Each branch in Figure 1 may be represented through a visual, Figure 2, that places
them in multiple and overlapping spaces in ACC’s quality programming pillars: how we develop, plan,
and deliver (ACC, 2021b).
Figure 2: Overlapping Academic Divisions at ACC and Pillars of Quality Programming
Overlapping Academic Divisions at ACC and Pillars of Quality Programming

Note. These visuals were created by the author for a presentation to the Board of Governors by the VPA
to highlight the shared and overlapping responsibility among the academic divisions to ensure quality
programming is developed, planned, and delivered.
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The role of this collective division includes formalized quality management activities that extend from
the conception of a program idea to the evaluation of its delivery. One such planned activity, the subject
of this OIP, is grounded in the academic program assessment and enhancement (APAE) framework.
Leadership Position and Lens Statement
The following section describes my agency and position within ACC, leadership lens, and role in
the change process. The leadership perspectives I discuss encapsulate my past and present experiences
as a leader in multiple organizations situated in both local and international contexts.
Agency and Positionality
The Academic Quality Assurance (AQA) division, situated within the Academic Development
department, is a newly created department at ACC dedicated to evaluating academic programs and
creating action plans to enhance program quality. Previously, I held the position of Director, AQA and
led the development of the APAE framework through a critical analysis of various approaches to quality
management, through a shared leadership approach, and constructed a research-based framework that
supports excellence in program delivery with consideration of our own diverse organizational context,
through a distributed leadership approach. My agency was over the direction of the APAE framework
development, including policy development, implementation planning, and follow-up enhancement
activities.
Now, as Senior Director, I provide oversight of this division and continue to offer direction on
policies and procedures related to quality management mechanisms to support excellence in program
delivery. My goal is to ensure there is a shared vision of academic quality that includes a lens of social
responsibility among the ALT and in the context of their role as a leader in their area to facilitate the
implementation of the APAE framework. While many definitions of social responsibility exist, for the
purposes of this OIP, I define social responsibility as “the ability to take the perspective of and
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empathize with others, including those from diverse backgrounds and cultures” (Collaborative for
Academic, Social and Emotional Learning, 2020, p. 2), and translate that awareness into action.
The scope of the department casts a wide net over several organizational departments. In our
multi-site delivery model, academic quality assurance: extends to institutional-wide academic policies
and campus-based practices; focuses on the needs of students from admission through to graduation;
considers the ability of academic faculty and support staff to create an effective teaching and learning
environment; examines core components of the program such as curriculum and assessment of student
learning. As a part of the APAE framework, a panel of individuals will examine the delivery of a program
and provide recommendations for improvement. This panel will be comprised of internal and external
stakeholders that may consist of instructors, students, alumni, campus leaders, and curriculum
developers from other campuses or institutions, as well as industry partners and community leaders
within the province. The ALT will not participate in the actual program assessment as examiners but will
provide direction on academic quality standards and the support to enact the recommendations
following the assessment process.
Leadership Lens
Throughout my career, my leadership lens has focused on two overlapping perspectives:
transformational and servant leadership. Both perspectives positively focus on followers by emphasizing
the mentorship, empowerment, and appreciation of people (Bass & Avolio, 1994; Greenleaf, 1998;
Stone et al., 2004). Where these leadership styles diverge is the leader’s focus. Transformational
leadership engages followers to meet organizational goals, whereas servant leadership focuses on
service to its followers (Stone et al., 2004). It is not in my nature to be a transformational leader where
my main focus is on organizational objectives. Instead, my values are deeply rooted in elements of
service where I can put the needs of others first. To deeply commit to a particular organizational goal
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and facilitate change, I must focus or reshape the objective to support and develop the individuals
within ACC and, by extension, the communities in which they serve.
My view is that people need more support and capacity development instead of controlling
oversight. When a person’s development and well-being are prioritized, they are more engaged and
effective in their work (Eva et al., 2019). Thus, it is not the display of a charismatic personality typically
associated with transformational leaders (Bass & Avolio, 1993) that drives that aspect of my leadership
behaviours, but instead encouraging followers to develop ways to improve the teaching and learning
environment to support positive program outcomes for students. Both leadership styles have been
shown to achieve organizational goals effectively and improve performance (Choudhary et al., 2013; Eva
et al., 2019), suggesting my leadership approach is congruent with ACC’s goal to continuously improve
academic quality.
Relationships are at the center of both transformational and servant leadership (Bass & Avolio,
1994; Greenleaf, 1998), and educational institutions host a remarkably diverse group of people. As a
leader in academic development, I value the heterogeneity and expertise that my colleagues bring to
the teaching and learning environment and believe there is strength in diversity. Leveraging these
strengths can help to achieve common goals, improve innovation and creativity, and, ultimately,
transform the practices of individuals and the organization as a whole. The shared belief that things can
continuously improve has fostered a culture of collaboration among my colleagues in many of my
leadership roles. My inclusive and participative values support both transformational and servant
contexts to leadership, which also align with a sociocultural theory of leadership.
Sociocultural theory recognizes that everyday experiences and dialogue, along with a willingness
to develop reciprocal relationships, are essential to reinventing practices (Robertson, 2011). Within a
post-secondary institution, people develop values and practices which are, to a point, unique to their
social setting. I value these perspectives and their contributions, which Banutu-Gomez (2004) asserted
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enhances trust between the leader and team. Through this lens, I recognize the importance of people’s
experiences and the relationships they develop and that they are often unique to their particular
settings and circumstances. Sociocultural theory will be further discussed when examining the broader
context of the problem.
Role in the Change Process
My role as a leader is to consider the multiple perspectives from various stakeholder groups to
help produce a complete picture of the change and evaluate its potential impact on different interest
groups. Listening is central to developing solid and long-lasting relationships and is a key priority of both
transformational and servant leadership (Stone et al., 2004) and provides a path to engage with diverse
perspectives. I actively seek out ideas, feedback and participation from college stakeholders and reflect
on their contributions. In order to fulfill the organizational objective to continuously improve, I will view
the intersection of this dialogue, along with data, as a problem-solving mechanism and as an impetus for
development and change.
The prevailing social and cultural values within an organization influence if leadership
behaviours are effective or ineffective (Elenkov & Manev, 2005). Although my approaches to leading the
department have been received positively among my peers, I could expect to be met with trepidation
from others. Nonetheless, I remain grounded in sociocultural theory and aspire to highlight the voices of
ACC’s stakeholders and, fused with data, align those perspectives with the broad goals of the
organization to improve academic programs through a lens of social responsibility. Additionally,
structuring the framework collaboration may overshadow stakeholder disgruntlement associated with
evaluative processes (Saunders & Sin, 2015), an important point to leverage with the ALT team.
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Interpretative Paradigm and Cultural Perspective
In this section, I describe the paradigm and perception through which my problem of practice may be
viewed and interrogated. I present the rationale for choosing the interpretive paradigm and provide
support for examining the problem through a cultural lens.
Interpretive Paradigm
Interpretivism views knowledge as relative to specific conditions, such as history and culture,
where multiple meanings and ways of knowing are accepted (Levers, 2013) instead of a single truth
determined by quantitative measurement (Hammersley, 2013). Given the diversity of people and roles
within the ALT, as well as our delivery sites and programs, perspectives are expected to vary and should
be examined within their environment to integrate these interpretations into the process. Smaller
campuses in rural areas, for example, have fewer resources, and, as a result, academic and nonacademic staff take on other support roles for students. These variances colour how the campus is
viewed and what decisions are made about programming and related activities. It is important to
consider individual and team capabilities and limitations on processes that contribute to positive
program outcomes and seek out opportunities to circumvent them, such as drawing upon expertise
from outside the ALT and seeking support from the executive team.
Even the concept of quality itself is an ideological construct open to interpretation. Each
stakeholder, myself included, has a set of ideas and values which influence how they define quality and
how they view quality management processes and the role of EDI strategies within them, possibly with
conflicting opinions depending on the theoretical stance assumed. Paradoxically, quality management
processes most often used in higher education employ functionalist approaches. Harvey (2008) warned
that quality could not be dictated by a “set of prescriptions or recipes for implementation… it is owned
by those who live it” (p. 34). Localized knowledge should play a more significant part in developing
organizational quality management initiatives, making my problem of practice one of interpretation.
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Cultural Perspective
Culture is everywhere in an organization. Schein (2017) described culture as a set of
assumptions learned by a group to solve the “problem of external adaptation and internal integration”
(p. 21) and then to pass these conventions on “to new members as the correct way to perceive, think,
feel, and behave in relation to those problems (p.21). Organizational culture, then, depends on the
context of the community in which they are located and could be less apparent in the broad sense of the
institution and influences how systems, processes, and ideas are implemented (Parker, 2000); thus, a
cultural lens can help us understand the differing perspectives on or interpretations of this change
initiative and also how the ALT views academic program quality on our diverse campuses. The emphasis
Schein (2017) placed on shared learning as a main influence on how groups define themselves, identify
their purpose, and determine their activities is important as this theme will continue through this OIP.
Leadership Problem of Practice
Unlike other Canadian provinces, the province in which ACC resides does not have a regulatory
agency for academic quality management in post-secondary education. Consequently, the responsibility
falls on the organization itself to develop and implement its own internal practices, policies, and
procedures. The intent to infuse quality management activities was included in an academic action plan,
which resulted in the establishment of a division tasked with conducting program assessments,
overseeing action-oriented follow-through (ACC, 2019b), and developing a framework grounded in the
organization’s goals to instill accountability in its employees and provide continuous quality
improvement of academic programs. However, more recently, there has been an increased emphasis on
the need for quality management activities to address the social dimensions of EDI in post-secondary
institutions (Loukkola, 2020). The current APAE framework includes statements about ensuring
equitable and inclusive practices. However, it has not been established that those who engage in the
program assessments have a picture of what that means in practice. The problem of practice that I will
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address is the absence of a shared vision of academic quality with consideration of social responsibility
among the ALT.
A shared vision seeks to establish a strong foundation and clear direction to lead ACC in quality
management practices for meaningful and equitable inclusion of diverse people, perspectives, and
campus communities. If the oversight of academic quality management of programs at various
campuses is the responsibility of the academic division at ACC and the ALT provides direction on the
administration of these activities, knowledge must be shared in systematic and clearly defined ways. In
order to share this knowledge, it must first be created through a shared vision of what academic quality
means in our local contexts through a lens of social responsibility. Ultimately, enhancing knowledge and
understanding helps to communicate the benefits of diversity to academic quality, recognize the
inequities that inhibit diversity and inclusion, and identify good practices to help build capacity to
advance the organization’s EDI goals (McMaster University, 2020). Since ACC values quality academic
programming and the success of all learners (ACC, 2020), the ALT is emboldened to consider actions that
transform our values into practice. In the face of change, such as the implementation of the APAE
framework, a shared vision can help contribute to its success.
While I recognize the importance of broader consultation with stakeholder groups at ACC, this
OIP focuses on the need for the ALT to create a clear picture of academic quality in the context of their
role as academic leaders. Other initiatives related to the implementation of this framework with other
stakeholder groups are underway but are outside the scope of this change initiative.
Framing the Problem of Practice
In this section, I examine both the organizational context of the gap in the vision of academic
quality and the broader climate of quality management policy issues and recommendations within postsecondary institutions. Framing the problem of practice through these perspectives reinforces the need
for change.
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Organizational Context of the Problem of Practice
This section aims to examine the climate in which the gap exists within the organization. First, I
consider the structural, human resources, political, and symbolic factors identified by Bolman and Deal
(2017) as key to understanding leadership and organization. This four-frame model was selected
because of its known alignment with concepts in academic quality management (Davies et al., 2007;
Requa, 2021). Finally, I present the broader context of the problem of practice through an examination
of the literature on academic quality management, sociocultural theory, and organization learning
theory.
Bolman and Deal’s Four Frames
Bolman and Deal (2017) posited that organizational leaders should approach issues through a
mental model, or a set of assumptions and ideas, in order to form a more accurate image of the
situation being examined.
Structural. Goals and efficiency are emphasized in the structural frame. Bolman and Deal (2017)
emphasize clear objectives, the differentiation of people into specific roles, and the coordination of
activities through policies. Here, the APAE framework and the policy provide the formal structure that
aligns the purpose of the APAE framework with the ALT’s actions. Clarifying roles and responsibilities for
each group can help with the challenges that may result from the inconsistency in processes that may or
may not be centralized at ACC. Structure, in terms of organizational hierarchy, is less important in this
OIP due to the collective leadership practices of the ALT.
Human Resource. The human resource frame centers on the needs of people, and according to
Bolman and Deal (2017), value is placed on feelings and relationships, and the assumption is that the
organization meets basic human needs. This frame is an essential component of the proposed change
initiative. The alignment between the needs of the people and the needs of the organization is
embedded throughout this OIP. For example, the accountability, continuous improvement, and EDI lens

16
on academic quality, as discussed in the next section, supports this interdependence. Furthermore, the
leadership framework proposed in Chapter 2 and the collaborative nature of the change
implementation plan in Chapter 3 highlights the value placed on relationships in resolving gaps at ACC.
Political. In the political frame, leaders work with different interest groups to advocate for
resources (Bolman & Deal, 2017). As a crown agency, ACC is strongly connected to the provincial
government. However, internal decision-making is also impacted by several groups such as academic
deans who control the program’s curriculum; student services who impact student well-being; executive
members who control the budget and other critical decisions; and the Board of Governors who approves
the strategic direction of ACC. There are constraints that influence the institution’s decision-making, so
“no one group makes all the decisions all the time” (Manning, 2017, p. 307). Encouraging strategic
alliance and collaboration with our priorities among the ALT would help to reduce competing agendas.
However, the focus of this OIP is within the ALT, so I consider this frame to be more important in the
post-OIP follow-up with the actual implementation of the APAE framework.
Symbolic. The symbolic frame focuses on the ability of cultural symbols to shape behaviour
which reflects a shared mission and identity (Bolman & Deal, 2017). While the development of the APAE
framework itself may be viewed as a ritual which works to align the department’s goals with the values
of the institution, so too can the development of a shared vision of academic quality among the ALT that
fulfills ACC’s accountability and improvement mandate while also contributing to ACC’s EDI agenda. In
this frame, the focus is to convey the importance of the change to participants in the change initiative
and how they may contribute within the context of their role. Discussions regarding existing practices or
desired practices with an expanded emphasis on how different stakeholders might interpret these goals
are important in this frame.
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Broader Context of the Problem of Practice
The purpose of this section is to examine the broader context in which the problem exists, which
I explore through a literature review on academic quality management definitions and purposes, as well
as a social development theory on how individuals interact within an organization.
Academic Quality Management
In academic environments, quality management refers to quality assurance and quality
enhancement practices. Quality assurance is a term often used to cover a broad range of activities in
higher education, but Harvey (2022) defines quality assurance as the policies, procedures, and practices
associated with establishing stakeholder confidence that learning opportunities and activities offered or
undertaken by an educational institution satisfy some minimum requirement. Quality enhancement, on
the other hand, refers to the process of improving the quality of educational experiences provided by an
organization (Harvey, 2022). Underpinning these definitions of quality assurance and quality
enhancement are themes of accountability and improvement, respectively. Whether a system created
to examine a certain level of quality can also foster improvement is a widely discussed issue (Bamber et
al., 2009; Barrow, 1999; Dill, 2010; Harvey & Newton, 2007; Harvey & Williams, 2010; Meade &
Woodhouse, 2000; Thune, 1996). However, the APAE framework aligns with recent developments in
good practice in the field of academic quality management, which are more attentive to continuous
improvement initiatives (Elenkov & Manev, 2005; Liu, 2020; Stensaker, 2007).
Asklang and Stensaker (2002) observed that academic quality improvement seldom occurs when
it is mandated; instead, it needs to happen through a process of social construction. In a similar vein,
Csizmadia et al. (2008) found that the more bureaucratic the decision-making process, the slower the
pace of quality management implementation. Processes that focus on compliance seem to inhibit
progression, while practices that embrace diversity enjoy building an improvement culture that is rooted
in local knowledge and experiences. “The argument is that improvement comes from a changed culture
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and local ownership, which compliance processes do not encourage” (Harvey & Newton, 2007, p. 231).
A theoretical lens predicated on social practice is suited to examine how stakeholders engage with each
other within an organization.
Sociocultural Theory
Grounded in Vygotsky’s theory of development that an individual’s cognitive development is
primarily influenced by their surrounding culture and that learning is grounded in interactions with
others (Vygotsky, 1978), the sociocultural viewpoint offers a perspective on how individuals within an
organization interact in an environment that is socially constructed. Bamber et al. (2009) interpreted the
social environment in post-secondary institutions such that:
•

People in organizations interact with each other and, in doing so, develop values, attitudes, and
practices that are associated with their local environment or social situation.

•

Tools are often used during these interactions that influence social context, and social context
can also shape how these tools are used.

•

Individual identity shapes and is shaped by the social environment.

•

The historical background of the group has a significant impact on their social activity.
A synopsis of the above is that interactions among individuals in an organization are influenced

by tools, individual identity, and group history. Every campus at ACC, and arguably each program and
department contained within them, has its own unique culture, at least partially, and that means how
quality management activities are interpreted and implemented are also unique. Bamber et al. (2009)
cautioned against attempts to generalize across different social contexts. Harvey (2008) echoed this
sentiment in a report for the Council of Ministers of Education, Canada by stating that quality
management mechanisms need to account for existing social structures, relationships, and local
knowledge.
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Social Dimension of Academic Quality Management
More recently, academic quality management activities have concerned themselves with the
ethical responsibility of improving society (Banik & Mitra, 2021; Ferreira et al., 2014; Land et al., 2021;
McMaster University, 2020; Whiteford et al., 2013), and evidence exists that practices with an added EDI
agenda are critical for successful economic growth (Martin, 2010; Whiteford et al., 2013), supporting
ACC’s mandate to support social and economic development. Whiteford et al. (2013) also highlighted
the some of the shifting patterns of participation in post-secondary education, including an increase in
international students resulting in a more culturally diverse student population; a change in
participation levels with students working in full or part-time jobs; a growing demand for alternative
modes of education; and an increased number of students ill-prepared for post-secondary education.
These new realities are also emerging at ACC and will require a response as patterns surface upon
implementation of APAE framework.
Since ACC’s stated goals are centred on student success and organizational excellence, we are
positioned to carry out initiatives that hold each other accountable and provide opportunities to
improve upon initiatives related to equal opportunities for all learners. A precursor to continuous
improvement is sharing knowledge in systematic and clearly defined ways.
Organization Learning Theory
Organizational learning theory provides a path to understanding how knowledge is created and
used within an organization. Grounded in the perspective of Argyris & Schön (1978) that individuals
within an organization often served as change agents by acting on images and shared maps,
organizational learning may be defined as “the process through which organizations change or modify
their mental models, rules, processes or knowledge, maintaining or improving their performance” (Chiva
et al., 2014, p. 689). Argyris & Schön (1978) related the relationship between individuals and
organizational learning through a quality management anecdote, noting that when a defect is detected,
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information is fed back in order to make corrections. Garvin (1993) lauded organizational learning for its
utility as a systematic problem-solving mechanism and for learning from the past. More recently,
organization learning theory has supported processes for developing new organizational knowledge
(Chiva et al., 2014; Lipshitz et al., 2002). Lipshitz et al. (2002) contended that organizational learning
ought to be viewed through multiple facets internal to the organization: structural, cultural,
psychological, and policy.
The structural facet focuses on established structural and procedural learning mechanisms
(Popper & Lipshitz, 1998). Structure and practice impact how knowledge is created and shared. When
opportunities to develop, nurture, and maintain relationships are limited, the efficiency of knowledge
integration among stakeholders is considerably minimized, while engaging various stakeholders in
projects allows the expertise from different units to merge and create new solutions that previously did
not exist within the organization (Huang & Newell, 2003). Cross-functional teams, such as the ALT, who
collaboratively engage in various quality management activities despite the differences in our roles and
positionality, have the potential to carry out change initiatives.
Equally important is the cultural facet, identified by Lipshitz et al. (2002), where shared values
are the focus in order to produce information that is valid. These values include transparency to expose
thoughts and actions while being receptive to feedback; integrity to collect and provide information
regardless of its implications; issue orientation to focus on the relevance of the information regardless
of role or positionality; inquiry to persist in the investigation until a complete understanding is achieved;
and accountability to assume responsibility for learning and acting upon the lessons learned (Lipshitz et
al., (2002). In post-secondary contexts, accountability typically centers on the institution’s responsibility
for providing a particular standard of service. It is often associated with bureaucracy, regulation, and
performance instead of “democratic school leadership and enhancements to educational endeavours”
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(Kim, 2018, p. 15). Oppositely, the definition of accountability articulated within the APAE framework
aligns with a collective responsibility model in that:
All education stakeholders accept responsibility and hold themselves and each other responsible
for every learner having full access to quality education, qualified teachers, challenging
curriculum, full opportunity to learn, and appropriate and sufficient support for learning so they
can achieve at excellent levels in academic and other student outcomes. (Scott, 2002, para. 5)
We are the ones asking ourselves and each other how well we are doing in reaching our standards.
Finally, it echoes the same principles of collective leadership where individuals, regardless of position,
view themselves as members of a group working together to achieve common goals.
Transparency, integrity, issue orientation, and inquiry support understanding and are linked to
psychological safety. The psychological facet is concerned with psychological safety, needed to take risks
required for learning, and organizational commitment, required to share information and knowledge
(Lipshitz et al., 2002). Psychological safety refers to “a shared belief amongst individuals as to whether it
is safe to engage in interpersonal risk-taking in the workplace... [where] employees feel that their
colleagues will not reject people for being themselves... and leads employees to engage in open
communication...” (Newman et al., 2017, p. 522). Because of the varying perspective on quality
management, the diversity within the ALT and the organization, and the complexity surrounding
conversations involving ethics and EDI, fostering psychological safety will be an important
communication consideration to be addressed in Chapter 3.
Organizational commitment is linked to policy. The policy facet considers the actions, both
formal and informal, taken to promote organizational learning, which includes policies, procedures, and
practices (Lipshitz et al., 2002). Here, organizational learning is facilitated through three policies. First, a
commitment to learning, which is concerned with how the behaviour of management impacts learning,
is needed by leaders in the organization and lends itself to the notion that managers at all levels can
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institute organizational learning efforts that result in lessons learned (Taylor et al., 2010). Secondly, a
tolerance for failure, which involves non-punitive responses to errors (Taylor et al., 2010), can lead to
members challenging existing assumptions rather than focusing on failure (Weinzimmer & Esken, 2017).
Lastly, a commitment to the workforce, centring on behaviours that lead to improved team
commitment (Taylor et al., 2010), is rooted in reciprocity, where strong relationships with stakeholders
lead to the sharing of knowledge and resources (Lipshitz et al., 2002) and are advantageous to both all
stakeholders (Prokesch, 1997).
While there is no single prescription or set of processes that work for every change initiative,
these different facets of organizational learning theory provide a framework for understanding the
conditions in which learning is fostered within an organization and is closely aligned with the
sociocultural theory that learning is grounded in interactions with others and that these interactions are
influenced by tools, individual identity, and group history. Organizational learning theory provides the
foundation upon which this inquiry is built, informing the guiding questions for this OIP.
Guiding Questions Emerging from the Problem of Practice
Additional guiding questions have emerged that further explore the problem. The questions that
guide this inquiry center on the multi-faceted model presented by Lipshitz et al. (2002), which includes
structural, cultural, psychological, and policy aspects of organizational learning and their relation to
ALT’s specific contextual factors coupled with the goal to create a shared vision of academic quality.
These questions all relate back to the human resource frame, which highlights the interdependence
between human and organizational needs.
Structural and procedural learning mechanisms are at the root of this inquiry. Applying a
broader lens of collective responsibility enables the shift from considering the individual behaviours of
the team members to the collective group in order to achieve a common vision, mirroring collective
leadership practices identified earlier in the discussion of the organizational structure. Given that the
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responsibility for oversight and decision-making regarding academic quality in terms of program
development, planning, and delivery is shared among the ALT, the opportunities to further develop and
nurture these relationships are present, which are key to organizational learning. Leveraging the
established collective leadership behaviours within the academic division may act as a catalyst for
change. Specifically, the focus here is on the structural elements of learning mechanisms. How can the
existing collective leadership practices be expanded to facilitate the creation of a shared vision of
academic quality?
The cultural facet is concerned with identifying norms, like transparency, integrity, issue
orientation, inquiry, and accountability, that are linked to positive outcomes as a result of shared values
that promote organizational learning. The cultural facet, coupled with the mechanisms in the structural
perspective, seeks to ensure actual learning takes place (Taylor et al., 2010). Because of the link
between psychological safety and the shared values of transparency, integrity, issue orientation, and
inquiry, I have included this aspect of the psychology facet here. The consideration here is the
accountability and improvement mandate of ACC’s quality management framework and its link to both
the organizational values and organizational learning theory values. It is an important aspect of this OIP
since (Lipshitz et al., 2002) posited that “proximity to the organization’s core mission increases the
likelihood that learning will occur” (p. 91), and values, by association, are key factors in how the
organization carries out its mandate. How does the alignment of shared values and desire for a more
socially responsible organization support the academic quality management mandate?
Policies and practices, both formal and informal, are critical organizational artifacts which shape
organizational learning. While Taylor et al. (2010) asserted that formal policies, including rules and
budgets, have the most influence on the success of organizational learning development, I argue that
informal practices are equally important considerations in this OIP because of the nature of the ALT who
often operate on informal cross-functional processes rather than in traditional hierarchical structures. In
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terms of both formal and informal processes, the policy facet requires leadership to engage in both
communicative and supportive behaviours to develop and nurture organizational learning (Taylor et al.,
2010). Because of the link between organizational commitment and policy, I have included this aspect of
the psychology facet here. What policies and practices are needed to develop the knowledge among the
ALT related to a socially responsible quality management framework?
Leadership-Focused Vision for Change
Organizational change is complex and context-specific. A traditional view may see change as
discontinuous and linear, with the role of the change agent being to forge predetermined outcomes
based on a singular perspective, but Lawrence (2015) argued that change should be continuous with
extra emphasis on social constructivist approaches to organizational development. In the following
section, I provide an overview of ACC’s current position in terms of quality management practices and
where I aspire to lead the organization.
Current Organizational State
To develop the APAE framework, nearly 30 consultations were held with internal and external
stakeholders in order to uncover broad perceptions and priorities regarding quality programming. An
external consultant was contracted to carry out an extensive review of quality assurance approaches,
institutional practices, assessment standards, and processes, which formed the basis of the policy and
procedure document. Additionally, consultations with stakeholders were held with representation from
other institutions within the province and across Canada, including quality assurance and policy
specialists. Internal focus groups were a large part of the development and review process as well. Initial
consultations focused on the policy, procedure, and framework, while later consultations focused on the
development of specific standards and evidence. ACC’s quality standards are summarized in Appendix B.
Unfortunately, the pandemic had caused a multitude of interruptions across many
organizations, including ACC, which led to a pause in the implementation of the APAE framework for
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provincial operations. Although we were not conducting these program assessments locally, contractual
obligations required that we conduct them for international partners delivering ACC curriculum, albeit in
a modified and virtual format due to travel restrictions. As a result of the APAE framework requiring
members on the panel who are internal to ACC, approximately two dozen ACC employees are intimately
familiar with the process, and, of those individuals, only one member of the ALT served on a panel.
While public health directives impacting local delivery were in flux, the AQA office and ALT were still
engaged in other approaches to ensuring quality programming, but not through the formal APAE
framework. As a result, the APAE framework is not widely known across the organization or among ALT
members.
Stated organizational values acknowledging our rich diversity, the need to support student
success, and a desire for academic excellence coupled with the ALT’s academic quality agenda and
collective leadership practices, the ALT is positioned to strategically contribute to the EDI interests of the
department and organization as a whole through the APAE framework. It is the further development of
this framework to include a lens of social responsibility and its supporting artifacts that will form the
basis of the OIP. Identifying and acknowledging the various contextual aspects of our different delivery
sites and program offerings are key goals for the ALT to recognize.
Future Organizational State
With a developed APAE framework, the ALT is positioned to examine ACC’s quality standards,
reflect upon their own and ACC’s core values, create narratives of academic quality, and weave those
values into a shared vision of academic quality. The further development and implementation of the
APAE framework will see a change in the institution that supports long-term improvements in academic
programs and instills accountability in the ALT to provide direction and leadership on program
excellence and student success. By grounding the department’s approach in sociocultural practices, I am
acknowledging the historical and cultural values embedded within the team and the broader
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organization. Examples of these practices, identified by Camargo-Borges and Rasera (2013), include
focusing on strengths and what is already working well, emphasizing the diversity of perspectives,
decentralizing decision-making, and increasing flexibility concerning policies and procedures.
Stakeholder voice is granted validity through an appreciation of multiple perspectives, which also
informs practice.
Change Drivers
Change processes are complex and challenging, but identifying change drivers help to create
change or the conditions that motivate change (Whelan-Berry & Somerville, 2010). A change driver is
something or someone that causes a change in an organization. Public disapproval, APA office
positioning, and the pandemic have been identified as change drivers and embedded within them are
macro, meso, and micro factors that shape the drive for change.
Public Disapproval
One macro factor driving the need for change was government scrutiny and public disapproval.
Numerous reports have identified the need for ACC to carry out quality management activities (ACC,
2017a, 2018, 2019b), including a government-mandated review of ACC performance which found that
ACC had not kept pace with other Canadian colleges. Furthermore, a national accrediting body revoked
a program’s accredited status, citing deficiencies in some areas and a failure to conform to program
standards, as well as broader systematic issues in ACC policies, procedures, and structures (ACC, 2017a),
which evoked intense public scrutiny of ACC. It should be noted that this program has since regained its
accredited status through the collaborative efforts of many people. Part of the impetus for creating the
APAE framework resulted from these reports and is a crucial driver of change.
Positioning of the Academic Development Office
At the meso level, the department’s position in the organizational structure may be viewed as a
change driver. The Academic Development office casts a wide net over several organizational
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departments without formal reporting authority. Also, as previously discussed, the ALT will not
participate in the actual program review as an examiner but rather provide the support to enact the
recommendations. While it may be argued that implementing change under these conditions may be
difficult, this positions me, and thus the department I direct, to genuinely put the needs of others at the
forefront without competing agendas. The Academic Development office is positioned to support all
those involved in the delivery of academic programs.
The Pandemic
Micro factors driving change at ACC involve pockets of activity with specific stakeholder groups
as means to address a problem. The current pandemic, for example, has exposed flaws in some of ACC’s
practices that many have acknowledged could be better, and so there is an opportunity to challenge
them appropriately. Challenges with online assessments of student learning and academic integrity
were at the forefront of concerns over these past three academic years at ACC. An opportunity to
address these gaps was presented and positively received throughout the institution. Collective
leadership behaviours existed in, and perhaps were enhanced by, the unpredictability of operations
throughout the pandemic. However, these individual pockets of activity spread over multiple delivery
sites and program offerings lacked long-term strategy, structure, and support. Nonetheless, I consider
this to have opened the door to building relationships and providing useful resources to support quality
practices as a precursor to formal implementation of the APAE framework while also considering the
different campus community needs and supporting more equitable practices.
Social Justice Context
Collective leadership, rather than individualistic and top-down approaches, to enact change that
is positively received within the organization and among its stakeholders is important.
No organization can depend on genius; the supply is always scarce and unreliable. It is the test
of an organization to make ordinary human beings perform better than they seem capable of, to

28
bring out whatever strength there is in its members, and to use each one’s strength to help all
the others perform. (Drucker, n.d, as cited in Herrero, 2015, para. 1)
Although Herrero (2015) spoke in the context of management and performance, it can broadly apply in
education to stakeholders and enable them to build on their strengths to help each other enact positive
change. Building on sociocultural theory is the idea that there is strength in diversity, meaning diverse
backgrounds benefit from a variety of perspectives. However, as Kezar (2018) discusses, the diversity of
some populations in higher education has increased, but favourable outcomes have not necessarily kept
pace, which has been perceived to be caused by the timeliness of addressing these needs. The
implementation of the APAE framework with specific quality standards that address topics related to EDI
is a formal mechanism for addressing the needs of all students.
Jean-Marie et al. (2009) asserted that societal inequities are often visible in educational
institutions and educational leaders, therefore, have a moral obligation to foster equitable practices,
processes, and outcomes for those of different racial, socioeconomic, gender, cultural, disability, and
sexual orientation backgrounds. Ultimately, the purpose of educational leadership should be to enhance
equity; expand access and opportunity; encourage respect for diversity; strengthen democracy and civic
responsibility; promote cultural enrichment; and contribute to the advancement of knowledge (Astin &
Astin, 2000). ACC’s standards for program quality, identified in Appendix B, echo some of these
leadership goals. For example, the importance of ensuring that access into a program is equitable and
that all learners are academically supported, including those requiring accommodations, are standards
present in the framework. Singh (2011) noted that “a concern for social justice is usually not part of
consumerized notions of accountability which underpin many of the policy reform templates” (p. 488),
also justifying ACC’s enhancement approach to academic quality that also includes the social dimensions
of post-secondary education.
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Organizational Change Capacity
Focusing more on the intended outcome of the change initiative rather than the organization's
capacity to implement that change can negatively impact the change process. When organizational
change initiatives fail, it is often because of a lack of understanding of the organization’s capacity for
change (Judge & Douglas, 2009). Soparnot (2011) defined organizational change capacity (OCC) as the
ability of the organization to:
produce matching outcomes (content) for environmental (external context) and/or
organizational (internal context) evolution, either by reacting to the changes (adaptation) or by
instituting them (pro-action) and implementing the transition brought about by these changes
(process)… (p. 642).
In other words, the intended outcome of organizational change is impacted by internal and external
factors that influence change, whether the change is reactionary or anticipatory, and the specific
process used to implement change. The focus of this section is to examine ACC’s readiness to change
through a model that investigates several dimensions of OCC. Within this section are the internal and
external forces that shape change at ACC, while Chapter 2 and Chapter 3 will focus on the type and the
process for implementing change aspects of the OCC definition above, respectively.
Readiness Dimensions
Because of the complexity of the organizational environment, many factors contribute to the
effectiveness of change implementation. Judge and Douglas (2009) provided multiple avenues for
conducting a readiness analysis, and I have chosen to examine these dimensions through a narrative
lens and documented processes within ACC, which considers eight distinct yet interrelated dimensions,
as depicted in Appendix C.
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Trustworthy Leadership and Trusting Followers
Trustworthy leadership and trusting followers are humanistic dimensions that inform the level of
organizational trust within and throughout the organizational hierarchy (Judge, 2012). Many definitions
of trust exist, so for the purposes of this OIP, I draw upon the work of Sabel (1993), who defined trust as
“the mutual confidence that no party to an exchange will exploit the other’s vulnerability” (p. 1133), and
without it, “no one will risk moving first, and all will sacrifice the gains of cooperation to the…
autonomous pursuit of self-interest” (p. 1134). Trust must exist up, down, and across the organizational
hierarchy in order to pursue the collective good, which is also related to the psychological safety aspect
of organizational learning theory. Trustworthy leadership is the ability of senior leadership to earn
employees' trust and guide them in meeting collective goals, and according to Judge and Douglas (2009),
it is a contributing factor toward building organizational capacity for change. Trusting followers is the
ability of employees to be guided by senior leadership, or constructively disagree with them, to meet
collective goals (Judge & Douglas, 2009). While improvement processes within an organization typically
span multiple departments and hierarchical levels (Judge, 2012), I will consider these factors
simultaneously because this OIP narrowly focuses on the ALT and their collective leadership practices.
While the ALT and ACC have stated that transparency is a valued principle (ACC, 2020, 2021c),
Judge and Douglas (2009) have asserted that candid and transparent organizational communication is
essential to enhancing trust. However, the ALT has self-identified trust as an area the team needs to
strengthen (ACC, 2020c). Creating an environment where all team members can speak openly and
truthfully will contribute to the success of the change initiative and help us with living our values.
According to Sendjaya & Pekerti (2010), high-trust cultures among employees enable them to respond
to a constantly changing environment. Thus, building trust will be critical to the success of this OIP,
requiring a leadership approach to help engage employees to earn their trust, to be discussed in Chapter
2, as well as a plan that facilitates transparent communication, to be discussed in Chapter 3.
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Capable Champions and Involved Midmanagement
The next dimension of organizational capacity for change considers lateral leadership, or the
ability to guide change without formal authority, with both capable champions and involved
midmanagement enabling a positive response to change (Judge, 2012). Capable champions are middle
managers without formal authority to enact proposed changes, while involved midmanagement
considers the ability of middle managers to effectively link senior leadership with others in the
organization (Judge, 2012). Although ALT members are considered leaders within the organization, their
individual positional authority varies depending on the context. As described earlier, collective
leadership practices exist to counteract this imbalance. Several projects underway at ACC involve
leaders in mid-level positions in the hierarchy appealing up, across, and back down the organizational
structure in order to ensure adequate representation from across the organizational and geographical
landscape. Collective leadership behaviours examine processes and conditions conducive to the
development of leadership capacities of the organization (Gilfus, 2017) and with an already established
collective leadership model among the ALT, the capacity to expand on our practices is present. In terms
of this OIP, we have collective agency to enact change.
Systems Thinking and Communication Systems
Langley et al. (2009) suggested that the more we know about how systems function or could
function, the better we can predict, and the greater the chances the change will result in improvement.
The combination of systems thinking and a high-functioning communication system creates systemic
knowledge that can be disseminated throughout the organization (Judge, 2012), making this a critical
factor of OCC to organizational learning. Systems thinking considers the ability of the organization to
focus on and recognize the interrelated components within and outside the organization, while effective
communication systems enable members within the organization to communicate vertically and
horizontally throughout the organization (Judge & Douglas, 2009). ACC currently employs Lean Six Sigma
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as a way of making our organizational work environment more efficient and effective in order to provide
higher quality systems and services to our stakeholders. Lean Six Sigma is an organization-wide
philosophy that aims to eliminate waste, reduce process variation, and make quality improvements
(Voehl et al., 2014). The implementation of Lean Six Sigma principles has supported staff by dedicating
time and resources to quality improvement initiatives. Supported by the Board of Governors, all levels of
ACC employees are engaged in Lean Six Sigma activities, from the president through to front-line
support staff, making it a part of everyday routine activity. Although systems thinking and Lean Six Sigma
offer two different approaches to improvement, Ballé (n.d.) argued that they are complementary and
found that lean techniques offer a way to apply systems thinking concepts. Mechanisms for creating and
sharing systemic knowledge are present, but they will need to be examined and potentially modified
when considering the change implementation plan.
Accountable Culture and Innovative Culture
Accountable culture is “the ability of the organization to carefully steward resources and
successfully meet pre-determined deadlines” (Judge & Douglas, 2009, p. 638). In an accountable culture,
leaders hold everyone accountable, including themselves, unlike traditional managers, who often only
hold others accountable (Judge, 2012). The acceptance of a modified definition of accountability in
ACC’s policy to include the collective responsibility point of view supports this dimension of OCC;
however, as described earlier, government-mandated reports identified the lack of accountability at ACC
as a key concern. As stated in the guiding questions, ensuring the accountability mandate is maintained
is a key consideration of this OIP. An innovative culture is the ability of the organization to establish
norms of innovation and encourage innovative activity (Judge & Douglas, 2009). The process of
developing the first iteration of the APAE framework was inclusive, engaging stakeholders throughout
ACC and beyond. The resulting framework is the first of its kind in Canada and has received positive
reviews from anonymous surveys distributed to who carried out the APAE framework at international
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sites. The capacity and capability to develop initiatives to manage continuously changing contexts
through various stakeholder engagement activities is present.
Internal and External Factors
The internal and external factors influencing change are examined through a macro, meso, and
micro lens. For the purposes of this OIP, I consider macro forces to be at the Board, ministerial, and
external regulatory levels. While I have influence in this area, I do not have the agency to enact change
at this level. The meso-level is concerned with other directors and academic leaders and the ability to
develop and implement policies, which is where I place my agency at ACC. Finally, micro forces include
faculty, students, and other supportive roles, with which I have no direct links to these day-to-day
campus activities.
At the macro level, a government-mandated report resulted in the recommendation to develop
a quality assurance and continuous improvement department (ACC, 2017a), a strong external factor
that, in essence, is forcing change upon ACC brought upon by the loss of a program’s accreditation.
Internally, the Board of Governors approved an action plan to infuse quality management processes into
future college activities (ACC, 2019b), but they did not indicate how this system is to operate, which
positions the department to critically analyze various approaches to quality management.
At the meso level, consultations with various stakeholders helped to construct a framework that
considers our own unique context, such as specific program offerings and diverse campuses across the
province. This aspect of the change process was positively received at ACC. Furthermore, the college’s
commitment to program and faculty development has been expressed through its recent hiring of a
Director of AQA to oversee academic quality, as well as recruiting a Director of Teaching and Learning
Innovation. As further evidence of its commitment to improvement, revised policies and procedures
that support the initiatives of these directors are now in place. The college’s actions suggest a
commitment and readiness to change. It is at this meso level that I center this OIP.
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At the micro level is the program assessment process itself, where individuals with a vested
interest in the program, including students, staff, alumni, and industry representatives, provide various
sources of information and valuable perspectives. Ensuring their participation in this new change
initiative will be an important future consideration when broadly implementing the APAE framework.
However, I do not have any explicit agency to enact change with these groups of people that is within
the scope of my role at ACC at this moment in time.
Chapter 1 Conclusion
Quality academic programs have been a subject of interest in higher education for decades. ACC
identified a gap in the quality management activities and created a division dedicated to academic
program assessments. In this chapter, I described the absence of a shared vision of academic quality,
inclusive of the social dimensions of EDI, among the ALT in an institution with a multi-site delivery model
as my problem of practice. This chapter also provided a brief overview of ACC, including its governance
structure, mandate and values, and collective leadership practices. As presented here, my servant and
transformational leadership perspectives align with ACC’s values and positively support policy
development and organizational change. A fulsome examination of the problem of practice in the
broader context of forces that exist within the organization, along with a vision for change, were also
provided. Lastly, an analysis of the organization’s readiness for change suggested ACC has the capacity
to respond positively to change, with special attention paid to the trust dimension of OCC. In Chapter 2,
I examine the leadership approaches to change that are critical to the success of an improvement plan,
the change path models to guide this initiative, and the possible solutions to address the problem of
practice.
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Chapter 2: Planning and Development
Chapter 1 introduced the problem of practice as the absence of a shared vision of academic
quality, including the social dimensions of post-secondary education, among the ALT in the context of an
organization with a multi-site delivery model and collective leadership behaviours that is ready for
change. Chapter 2 aims to identify the leadership approaches to change that are critical to the success of
this OIP. Guided by my servant and transformational leadership lenses and ALT’s collective leadership
approaches, I examine the different dimensions of these approaches combined into a single leadership
model to drive this change forward. To lead the change initiative and complement the leadership model
proposed, I offer two change path models that emphasize collaboration: appreciative inquiry as a means
to enact positive change (Cooperrider et al., 2008) and Kotter’s (2014) Eight-Stage Process as a means to
provide structure to the implementation of the change initiative. An organizational analysis using the
Nadler and Tushman (1980) congruence model highlights a need for knowledge and skill development
within the ALT. Various solutions to address the gap at ACC are also examined, including maintaining the
status quo, hiring external consultants, engaging in tuning initiatives, and participating in a community
of practice (CoP). The chosen solution is to engage the ALT in a CoP encompassing a series of educative
workshops that is supported by an appreciative inquiry modality. This chapter concludes with an
examination of the ethical considerations related to the OIP using the ethical paradigms of care, the
profession, and local community, and the recommendation to include specific training with the ALT on
ethical leadership as it relates to EDI.
Leadership Approaches to Change
My servant and transformational leadership lens, coupled with the ALT’s collective leadership
approaches, have been selected to lead the change process as they are complementary in their
ideologies to empower others to drive change. This blended approach to leadership, coined by
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Ramshaw (2018) as trianalogous leadership, has been used to support collective understanding, team
building, and collaborative practice.
Trianalogous Leadership
Ramshaw (2018) proposed a leadership approach that combines servant, transformational, and
distributed leadership approaches that are complementary in their ideologies, as shown in Figure 3. The
combination of their different dispositions, however, may be used as a means to lead change.
Northouse (2019) positioned servant leadership and transformational leadership as behaviour and
process, respectively, while Spillane’s (2005) distributed leadership model focuses on practice.
Figure 3: Trianalogous Leadership Framework
Trianalogous Leadership Framework

Note. Adapted from Ramshaw (2018) and influenced by Avolio et al. (2009); Bass (2009); Bass and Riggio
(2006); Burns (2007); Eva et al. (2019); Goksoy (2016); Greenleaf (1998); Gronn (2000); Hillier et al.
(2006); Reinke (2004); Russell (2001); Spillane (2005); Stone et al. (2004); and van Dierendonck (2011).
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Although I have selected a different team-centred leadership model – collective leadership – this
trianalogous approach is still appropriate. Goksoy (2016) conducted an analysis of the relationship
between shared and distributed leadership and determined these approaches, although conceptually
different, have similar characteristics in theory and practice. Ramshaw (2018) highlighted “functional
responsibilities and objectives” (p. 66) as a key practice of distributed leadership. In order to account for
shared leadership’s culture of working in unity and trusting each other’s knowledge and experiences
(Goksoy, 2016), the trianalogous leadership model was modified to include an aspirational component
in the practice category. Furthermore, self-reflection as a key behaviour of servant leadership was also
added to the model because of its potential impact on this OIP, as described in the next section. The
following sections also provide insights into the practicality of this model to lead change.
Servant Leadership
In the trianalogous leadership model, the focus of servant leadership is on behaviour towards
others (Ramshaw, 2018). Conceptualized by Robert Greenleaf in the 1970s, servant leadership is
grounded in the empowerment of individuals to develop into their full potential (Greenleaf, 1998) and
describes those in leadership roles who use their positional power to help and care for others (van
Dierendonck, 2011). Servant leaders guide others through a commitment to individual and organization
growth, survival of the organization, and responsibility to the community (Greenleaf, 1998; Reinke,
2004), which involves putting others first. Closely aligned with the view that those with positional
authority need to care for others, Ebener and O’Connell (2010) asserted that putting the team and
organization first can build capacity for improvement whereby individuals are encouraged to look
beyond their self-interests by engaging behaviours that contribute positively to the team.
Reinke (2004) reasoned that the ability of servant leadership to foster trusting relationships
supports positive organizational performance because of the connection between trust, collaboration,
and productivity. In order to be perceived as trustworthy, leaders need to demonstrate integrity and
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stewardship in their behaviours (Greenleaf, 1998; Reinke, 2004; Russell, 2001; Stone et al., 2004).
Integrity focuses on an individual’s commitment to aligning words and actions with values and principles
(van Dierendonck, 2011), while a steward “holds the organization in trust to the public it serves, while
remaining intimately attuned to the needs and situations of those who work in the organization and
sincerely committed to empowering others to succeed professionally and personally” (Reinke, 2004, p.
33). With respect to this OIP, there is an opportunity to further align the APAE framework with the
values of the ALT and the organization as a whole by modelling behaviours that demonstrate integrity
and stewardship.
Self-reflection is one tool that can be used to examine behaviours. Servant leaders engage in
continuous self-reflection to examine their personal belief systems as a means to ensure alignment
between their actions and values (Washington et al., 2006). The ability to engage in self-reflection, as
Russell (2001) argued, is critical for leaders since values influence their interpretation of information,
organizational decision-making, problem-solving, and conflict resolution. All of these activities have a
direct impact on this OIP as it is the ALT who are the protagonists of change for a more socially
responsible vision of academic quality management, making self-reflection an important component of
this change initiative.
Transformational Leadership
In the trianalogous leadership model, the focus of transformational leadership is on the
processes that need the team’s attention in order to achieve a common goal (Ramshaw, 2018). Building
on the idea that leadership is either transactional or transformational (Burns, 2007), Bernard Bass, in the
1980s, further developed the concept of transformational leadership as a means to inspire followers to
commit to a shared vision and goals of the organization (Bass & Riggio, 2006). A team may be guided by
a leader who articulates a shared vision of a future state and who is skilled in fostering that vision (Bass,
2009). While the subject matter of this OIP is to help create that vision of academic quality among the
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ALT, articulating the big picture of the APAE framework and the collective role of the team in achieving
this vision is a necessary process. The idea that “shared visions arise through dialogue” (Bass, 2009, p.
1525) will be an important point to leverage when examining solutions to the problem of practice.
High standards of team engagement include co-teaching and continuous improvement
activities, offering new ideas, inspiring others, and expressing confidence in the competence of team
members (Bass & Riggio, 2006). Not only do these standards need to be clear as they relate to this OIP
but also clearly aligned to the values and goals of the team and organization. Furthermore, like servant
leaders who empower, encourage, and support others, the processes that transformational leaders
employ, have also been associated with enhancing team participation (Ebener & O’Connell, 2010).
Transformational leaders seek out ideas, encourage new approaches to solve problems, and avoid
criticizing mistakes or different opinions (Avolio & Bass, 2002; Stone et al., 2004), suggesting that any
initiatives suggested by this OIP be conducted in a positive and supportive climate.
Collective Leadership
The focus of collective leadership in the trianalogous leadership model is on the practices within
the team. As introduced in Chapter 1, collective leadership is not a rigid concept with a set theoretical
framework but rather a description of a team’s characteristics which are variable depending on the
team (Mendez, 2009) or dependent on the situation or problem being addressed (Zhu et al., 2018). In
ACC’s context, collective leadership encompasses both shared and distributed leadership characteristics
grounded in the social exchange between team members. The fundamental difference between these
leadership patterns is how leadership roles emerge (Mendez, 2009) and is critical to understand while
operationalizing this OIP. Shared leadership, specifically, is focused on the inclusion of perspectives in
interactions between individuals and situations rather than on knowledge and skill (Mendez, 2009),
whereas distributed leadership is focused on a set of roles or behaviours that may be enacted by
different individuals (Spillane, 2005). Both are important to carry out this OIP.
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The shared and distributed aspects cover both the sharing of power and influence and the
assignment of roles and distribution of tasks in departmental activities, and is a team-based structure
that has been gaining popularity over hierarchical structures (Avolio et al., 2009). This kind of shift in
organizational perspective is likely caused by the fact that no one group is acting in isolation in terms of
policy planning, program development, or operational delivery, for example. Regardless, as Avolio et al.
(2009) noted, patterns of reciprocal influence are produced to reinforce and further develop
relationships between individuals, also an identified component necessary for organizational learning.
Summary
A summary of the key aspects of servant leadership behaviours include demonstrating care for
others, modeling integrity and stewardship, and putting the team first. Self-reflection is offered as a
means to examine one’s behaviour. However, as Ramshaw (2018) noted, the focus on behaviour alone,
through one leadership approach, may not be sufficient to enact change. Articulating the vision for
change, setting clear and high standards for engagement, and encouraging the team are the main
process elements of the transformational approach to leadership. While there are analogous traits
between servant and transformational leadership, how this OIP may be enacted in practice still needed
to be addressed in the leadership framework. Collective leadership practices such as collaborating with
and working within the team to define the functional and aspirational objectives of the proposed
change. The nexus of behaviour, process, and practice offers a practical leadership guide to supporting
collective understanding, team building, and collaborative practice (Ramshaw, 2018), which is necessary
to effectuate the change proposed in this OIP.
Framework for Leading the Change Process
Planned organizational change involves deliberate activities that will move ACC from its present
state to its desired future state, which is a strong foundation and clear direction by the ALT to lead ACC
in quality management practices to support EDI practices. This section begins with an examination of the
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topology of organizational change with the type of change proposed in this OIP, followed by an analysis
of Cooperrider et al.’s (2008) appreciative inquiry and Kotter’s (2014) eight-step process as the
frameworks to lead change. The type of change and the path selected to lead the change were chosen
because of their alignment with academic quality management initiatives at ACC as well as the
trianalogous leadership framework.
Types of Organizational Change
In order to successfully manage and implement change, a basic understanding of the types of
changes facing organizations is needed. The extent to which change involves incremental or
transformational change and the extent to which the response to an opportunity or threat is proactive
or reactive outlines the types of organizational change I will use to analyze the proposed change
initiative at ACC.
Incremental change involves organizations gradually developing by making minor adjustments
to activities, thereby building on the status quo and creating improvements, but without addressing
basic assumptions about the vision or functioning of the organization (King, 2005). Incremental change
occurs when the organization is relatively stable and is associated with extrapolating past trends, doing
things better, and securing efficiencies (Hayes, 2014). Transformational change, on the other hand,
often occurs when the organization is unable to continue as is, often because of misalignment with the
external environment, which is common across almost all industries with rapidly changing environments
(Hayes, 2014), such as post-secondary institutions. Academic quality management initiatives support
both incremental and transformational types of change (King, 2005). On the other continuum,
organizations may be proactive and anticipate the need for change, so they seek out potential threats,
identify opportunities to improve or gain a competitive advantage and prepare for destabilizing events
that might occur (Hayes, 2014). Oppositely, organizations may be more reactive and only act when there
is an urgent need, and forces outside the organization often cause these unplanned changes.
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The change proposed in this OIP most closely aligns with reorientation-type changes because
there is an emphasis on continuous improvement and bringing about change without breaking the
existing organizational frame (Nadler & Tushman, 1989). However, in the context of the ALT and this
OIP, there is less emphasis on redefining values but rather on modifying strategies to help support an
academic quality management system with attention to issues of EDI. Tuning initiatives, however, also
provide a path to achieving a reorientation-type change, as will be explained in the proposed solutions.
Both are anticipatory-type changes and are challenged by how a sense of urgency surrounding the
change initiative may be created and widespread acceptance of the need for change may be gained in
the absence of a crisis (Hayes, 2014; Nadler et al., 1995), which will be addressed while examining the
proposed change models in the next section.
Change Models
When discussing quality management activities viewed through a sociocultural lens with an
emphasis on social responsibility, the idea of shifting organizational culture seems like a practical frame
of reference for leading the change. However, I have not selected a change model that aligns with
changing organizational culture since the change proposed is working within the ALT’s shared desire for
academic programming to support and be reflective of ACC’s diverse demographics. Changing the
organizational culture will be an important consideration when applying the modified APAE framework
broadly across the organization and will be addressed in the final section of this manuscript discussing
future considerations post-OIP. Instead, for the purposes of this OIP and the stakeholders with whom I
interact, two change models, Cooperrider et al.’s (2008) appreciative inquiry and Kotter’s (2014) eightstep process, have been selected to facilitate change and carry out this OIP. The eight-step process
provides a logical structure to a change plan that emphasizes collaboration, while appreciative inquiry
allows the ALT to build a mutual understanding of academic quality while also emphasizing
collaboration.
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Cooperrider et al.’s (2008) Appreciative Inquiry
Grounded in social constructionist philosophy and associated with contemporary leadership and
learning theories (Priest et al., 2013), appreciative inquiry has been a useful tool for leadership
educators to engage participants in positive organizational change based on building strengths rather
than focusing on weaknesses. Appreciative inquiry can facilitate knowledge growth and transfer
throughout an organization (Thatchenkery, 2004), particularly where sharing practices are already
working well (Stadler, 2021), as is the case with the ALT, which also supports organizational learning
theory. Appreciative inquiry also supports collective understanding, team-building, and collaborative
practice aspects of the trianalogous leadership model. Instead of focusing on problems and conflict, the
team is provided with opportunities for collaboration, learning, and reflexive thinking (Stadler, 2021).
The diversity of the ALT members, and ACC in general, allows opportunities to learn from each other,
which Stadler (2021) regarded as conducive to creating a shared vision of what is important to the team
while enhancing team trust and collaboration.
One of the theoretical underpinnings of appreciative inquiry is the anticipatory principle which
puts forth that the organization’s collective imagination and discourse are what generates positive
change (Cooperrider & Whitney, 2005). Positing that the most powerful force for change in social
systems is a new idea, Bushe and Kassam (2005) proposed appreciative inquiry as a method for idea
generation to create new possibilities and compel action. The anticipatory nature of appreciative inquiry
is congruent with the tuning and reorientation types of change identified by Nadler and Tushman (1989)
and proposed in this OIP since appreciative inquiry works by building on strengths over time by creating
positive images of the future (Stadler, 2021).
Appreciative Inquiry is divided into five stages. Prior to engaging in the process of appreciative
inquiry, in the define stage, Cooperrider et al. (2008) suggested identifying compelling topics that are
positively stated, identifying the objectives the team wants and individuals genuinely want to learn
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more about, and helping to move the team in the direction they want to go. In the discovery stage,
individuals engage in dialogue as a means to share their perceptions of what is being done well and
should continue (Cooperrider et al., 2008) while also shifting into a positively focused mindset. As
purpose and potential are discovered, the participants move into the dream stage, where a collective
ethos guides the envisioning of a desired future state, steering away from strategies designed to address
past problems (Cooperrider & Whitney, 2005). In the design stage, the team constructs the possibility
statements or design principles for the future through in-depth dialogue about strategies, structures,
staff, and processes needed to support the needed actions (Cooperrider et al., 2008). The final stage,
called destiny, is meant to be ongoing and involves the implementation of actions to reach these new
goals through individual or group contributions (Cooperrider et al., 2008). These phases will be further
explored when discussing the change implementation plan in Chapter 3.
Kotter’s (2014) Eight-Stage Process
John Kotter, an expert on leading change, popularized an approach to facilitating change in an
organization grounded in eight considerations for leaders. Arguing that the original model was rigid and
primarily used to enact episodic change and that the pace of change has greatly increased in the past
few decades, Kotter (2014) presented an updated model to ensure relevancy with modern society.
These amendments are critical for implementation at ACC, particularly the ability to work within a
model that is flexible and operates beyond the limits of hierarchal structure and the non-linearity of
post-secondary institutions to implement change at different times in different situations (McPhail &
Beatty, 2021). Kotter (2014) proposed a dual operating system consisting of the existing hierarchy along
with a network-like structure that focuses on continual assessment enabling the team to respond to
change opportunities while emphasizing the importance of a constant flow of information and activity
between the two. The formal hierarchal structure at ACC and the informal collective leadership practices
of the ALT align with this dual operating system. Although this OIP specifically focuses on change carried
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out by the ALT, the necessity to have an effective communication system in place to allow for this
constant flow of information throughout the organizational structure, as mentioned in Chapter 1, will
also become a part of the communication plan outlined in Chapter 3.
The transformational power of the Kotter (2014) process is congruent with the reorientation
type of change identified by Nadler and Tushman (1989) and proposed in this OIP. McPhail and Beatty
(2021), for example, use Kotter’s (2014) model as a guide for colleges to become more equity-centred,
making this approach suitable to address the social dimensions of equity, diversity, and inclusion in the
APAE framework. Briefly, the evolved eight-step process for leading change is: (1) create a sense of
urgency to communicate the importance of acting immediately; (2) build a guiding coalition to
coordinate and communicate its activities; (3) form a strategic vision to clarify how the future will be
different from the past; (4) enlist a volunteer army to rally around a common opportunity; (5) enable
action by removing barriers and providing the freedom generate impact; (6) generate short-term wins to
track progress and energize participants; (7) sustain acceleration by initiating changes that progress
towards the vision; and (8) institute change such that new behaviours are sustained (Kotter, 2014). This
process also aligns with the trianalogous leadership framework with overlapping elements such as the
need to articulate a vision (Kotter, 2014), setting system-wide standards (McPhail & Beatty, 2021), and
encouraging collaboration with team members (Kotter, 2014; McPhail & Beatty, 2021).
Comparing Change Path Models
Organizations have successfully used both models to guide major strategic changes (Cooperrider
& Whitney, 2005; Kotter, 2014; McPhail & Beatty, 2021). I propose using both models in tandem to
strengthen the change path moving forward. Appreciative inquiry is a tool of social constructionism with
known benefits such as knowledge management (Thatchenkery, 2008), increasing team participation,
reducing resistance and increasing commitment to change, and building on strengths and best practices
(Drew & Wallis, 2014). Recognizing the need for change and starting the process through an analysis of
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the reason and need for change is necessary prior to creating a sense of urgency, and has been cited as a
criticism of Kotter’s model (Bucciarelli, 2015). The initial stages of the appreciative inquiry process can
help to build trust and create a space for seeking solutions. Drew and Wallis (2014) noted that the
tension required to drive change can be achieved in several ways but argued that overcoming the hurdle
to initiate change is often less about the change itself and more about the approach to change.
Appreciative Inquiry does not begin from the presumption that urgency or shock is needed to gain
traction but rather from the perspective that the team can creatively work together to discover better
ways of approaching our work (Drew & Wallis, 2014). The ALT has collectively identified and
documented the need to change. In this space, I frame urgency as a window of opportunity to engage
with the team and their internal motivation to become a part of the initiatives they took part in
visioning.
The three main tenants of Kotter’s (2014) model are creating a climate for change, engaging and
enabling the whole organization, and implementing and sustaining change (Cohen, 2005), and may be
used to conceptually simplify the eight-step process. Table 1 maps both change path models with these
three tenants of implementing change, as summarized by Cohen (2005).
Table 1: Comparison of the Change Path Models
Comparison of the Change Path Models
Appreciative Inquiry
(Cooperrider et al., 2008)

Tenants of Implementing Change
(Cohen, 2005)
Creating a climate for
change

Define
Discover
Dream
Design
Destiny

Eight-Step Process for Leading Change
(Kotter, 2014)
Create a sense of urgency
Build a guiding coalition
From a strategic vision
Enlist a volunteer army

Engage and enable the
organization

Enable action by removing barriers
Generate short-term wins

Implementing and sustaining
change

Sustain acceleration
Institute Change

Note: Adapted from Cohen (2005), Cooperrider et al. (2008), and Kotter (2014)
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These tenants, along with the trianalogous leadership framework, will form the basis for the analysis of
the possible solutions to address the problem of practice.
Critical Organizational Analysis
Understanding the dynamics of the organization is critical to leading change. Organizational
theorists David Nadler and Michael Tushman developed a diagnostic tool to conceptualize complex
organizational systems as a way to determine if there is congruence between the goals and functions of
people and their departments. In the Nadler and Tushman (1980) congruence model, an examination of
the contextual factors, individually or collectively, informs the strategy for change, which then impacts
the cultural, structural, human, and work-related components of the organization. These inputs are
transformed into outputs with feedback links incorporated into the model to improve processes. Figure
4 positions the ALT in the context of the main elements of the Nadler and Tushman (1980) model.
Figure 4:The Nadler and Tushman (1980) Congruence Model in ACC’s Context
The Nadler and Tushman (1980) Congruence Model in ACC’s Context

Note. Adapted from Nadler and Tushman (1980, 1989) to include ACC’s contextual factors.
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This model was selected for its applicability in examining the various factors which influence the
components of the organization through a practicable congruence analysis. It involves interpreting the
information gathered in order to determine issues, causes, and solutions through a lens of congruence,
or how well the components fit together (Nadler & Tushman, 1980). Consistent with the interpretivist
approach described in Chapter 1, I consider various organizational components as relative to the specific
context of this OIP, such as history, people, and structures, in order to gain an understanding of how
they relate to each other.
Inputs
Inputs broadly consider everything facing the organization at any given time and were examined
in Chapter 1. Environment consists of the external factors that may have a potential impact on the
organization (Nadler & Tushman, 1980). ACC’s mandate to support social and economic development is
strongly connected to the provincial government and public pressures. Resources refer to the assets to
which the organization has access, such as human resources, technology, and information, but it also
considers the quality and flexibility of those resources (Nadler & Tushman, 1980). A developed APAE
framework and a department with dedicated staff and budget are resources currently available to the
ALT. History involves the patterns of past behaviours and effectiveness that may impact current
organizational functioning (Nadler & Tushman, 1980), impacted by the diversity of campuses at ACC.
Lastly, strategy refers to the decisions about how inputs will be used to achieve its mission or
established output objectives (Nadler & Tushman, 1980). The strategy used to create a shared vision of
academic quality through a socially responsible lens, the subject of this OIP, is also dictated by ACC’s
organizational components.
Organizational Components
In this model, the organization consists of informal structure and process, formal structure,
people, and work. Formal structure refers to the structures, processes, and relationships that are
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officially developed to get individuals to perform organizational tasks and encompasses several factors
such as the structure of the organizational chart, design of jobs, environment in which the work is done,
and human resource functions (Nadler & Tushman, 1980). These formal structures are often explicitly
stated in the organization’s policies and procedures and, at ACC, including the quality management
policies and procedures. In addition to structure and process, organizational values and goals may be
considered a part of the formal structure as they are intended to serve as foundational principles upon
which we function as an organization. Both ACC and the ALT have stated values which guide our
initiatives. However, I have not placed the ALT’s values under the umbrella of formal structures as they
have been newly developed without further development at this moment in time. Values have been
stated, but their meaning in the context of our activities has not yet been established. Opposite to
formal structure, unspoken and unwritten structures, processes, and relationships often develop and
significantly influence behaviour (Nadler & Tushman, 1980). This is known as informal structure and
includes the collaborative culture, working agreements, and team values within the ALT.
The people component of the organization consists of the individuals within the organization
who perform organizational tasks and considers their knowledge and skills, needs and preferences,
perceptions and expectations, and other factors that influence behaviour (Nadler & Tushman, 1980).
The basic and inherent tasks completed by people in the organization are known as the work
component and, more specifically, refer to the knowledge and skills required, the degree of uncertainty
associated with the task, and other constraints such as time and cost constraints (Nadler & Tushman,
1980). The ALT engages in the development, planning, and delivery guidance related to academic
programs, as well as the development and review of academic policies, procedures, and practices. These
components will be discussed in greater detail as I examine their alignment with each other in the
section discussing congruence.
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Outputs
The purpose of this OIP is to facilitate the development of a shared vision within the academic
division to enhance program quality with added emphasis on equity, diversity, and inclusion. An
expected output would be the ALT gaining extensive knowledge of quality programming by contributing
to the discussion on what that means in ACC’s context. Furthermore, this OIP is expected to support the
accountability mandate for the provision of academic programs and key related services, help commit to
continuous improvement initiatives, and facilitate team work to meet the emerging needs of our diverse
campus communities.
Congruence
Nadler and Tushman (1980) defined congruence between each pair of organizational inputs as
“the degree to which the needs, demands, goals, objectives, and/or structures of one component are
consistent with the needs, demands, goals, objectives, and/or structures of another component” (p. 45).
When these elements work together, congruence is apparent in the organization. This section will
systematically examine the various components of the organization as they relate to each of the other
components.
People and Formal Organization
Formal organization, such as a hierarchical structure, is less important to the ALT since the team
functions through collaborative practices. However, we do rely on existing practices and policies to
guide what needs to be accomplished and when. Arguably, it is easy to fall into routines and patterns
without an examination of how improvements to operations or policies may be made. Group values and
ALT goals have been co-designed and mapped to organizational values.
People and Work
Understanding the nature of the tasks to be performed is a key component that determines the
adequacy of other components (Nadler & Tushman, 1980). At this moment in time, the program
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evaluation process has only been carried out with international sites delivering ACC’s curriculum, as
stipulated by contractual agreements. The framework is not widely known among our provincial
operations due to the evaluation process being delayed because of the pandemic. A part of the program
evaluation process is to have internal reviewers, and, thus far, about two dozen employees have
engaged with the program quality standards in-depth with our programs delivered internationally.
Anecdotally, those engaged in this process reported increased knowledge of quality programming and
ideas to improve their professional practice. However, the involvement of ALT members has been
almost nonexistent. Given the small number of individuals with direct and extensive experience with the
standards and their meaning, there is a significant gap in the knowledge required to participate in APAE
framework initiatives, including an examination of these standards through a lens of equity, diversity,
and inclusion.
People and Informal Organization
Chapter 1 described the collective leadership approaches to quality management. Although the
ALT has created a charter to create working agreements and guide departmental initiatives, they have
been newly developed and planning to implement the charter is underway; thus, while I consider these
documents to help support the change initiative, I consider them to be informal processes at this
moment in time. The conditions, however, exist for members of the ALT, outside of their operational
hierarchy, to engage in this new APAE framework and align the values of the team with its diverse
members through the proposed trianalogous leadership framework. This is evidenced through the
mapping of our working agreements from the ALT’s charter (ACC, 2021c) and the behaviour, process,
and practice elements from the trianalogous leadership framework, as demonstrated in Table 2.
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Table 2: ALT Working Agreements Mapped to the Trianalogous Leadership Positions
ALT Working Agreements Mapped to the Trianalogous Leadership Positions
Process
• Stay curious and openminded
• Focus on our vision and
work together towards
team goals
• Accountable for
commitments to one
another
• Make data-informed
decisions
• Come to meetings fully
prepared

Behaviour
• Listen first to understand,
not respond
• Treat each other with
dignity and respect
• Be empathetic towards
each other
• Empower each other
• Be positive
• Create healthy space for
conflict
• Be collegial
• Celebrate successes and
share failures

Practice
• Clear roles and
responsibilities defined for
all activities and initiatives
• Collaborate and be
supportive of one another
• Recognize and use the
strengths of team members
• Discussion of issues, ideas,
and direction will be
respectful and will allow for
multiple perspectives to be
shared
• Solve problems together

Note. Adapted from ACC (2021c).
Work and Informal Structure
Opposite to formal structure, unspoken and unwritten structures, processes, and relationships
often develop and significantly influence behaviour (Nadler & Tushman, 1980). At times, the nature of
the decentralized organizational structure and the organization's size can pose challenges to
implementing change. However, ACC has adapted and continues to adapt to these challenges through
team-based approaches to organizational initiatives. Where formal organizational hierarchy limits
participation and representation, a cross-section of stakeholders across various campuses engaging in
policy development has been adopted.
Work and Formal Organization
Gaps in policy and processes exist at ACC. Arguably, a leadership team empowered to engage in
leadership activities to improve the quality of programs could tackle some areas of deficiency if given
appropriate resources and support. Existing resources such as other ALT members and their respective
departments have an opportunity to collaborate on mutually agreed-upon initiatives. By pooling
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departmental resources, leaders have helped design and coordinate improvement projects. However,
the ALT is still responsible for ensuring its initiatives are in alignment with the values of the ACC.
Formal and Informal Organization
Formal structures exist at ACC in the form of policies and procedures as well as organizational
values, and as described earlier, there is a reliance on informal structures to accomplish tasks. This
resonates with Kotter’s (2014) proposed dual operating system consisting of the existing hierarchy and a
network-like structure that focuses on continual assessment. In this process, the team can better
respond to change opportunities or threats while ensuring the flow of information is carried through
formal organization structures and channels. Furthermore, Chapter 1 introduced ACC’s values as
excellence, diversity, integrity, and respect (ACC, 2020), which are central to ACC’s long-term strategic
planning as well as our daily operations. Similarly, the academic team co-created a list of values and
framed them within the organization’s values. For example, where ACC has respect as a value, the
academic team included collegiality and trust as our broader collective values under the umbrella of
respect (ACC, 2021c).
Summary
Table 3 provides a summary of the congruence between different components of ACC. This
analysis shows a gap between the ALT and the knowledge required to create a shared vision of academic
quality. Leveraging the ability to organize our resources within our departments and organize ourselves
outside the boundaries of organizational hierarchy and geographical distance to achieve results will be
important to the proposed solution. The solutions proposed to address the problem of practice
discussed in the next section are then focused on improving knowledge of quality programming.
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Table 3: Analysis of Fits
Analysis of Fits
Fit
People/
Formal
organization

Issues
• individual needs not impacted by
organizational structure
• convergence of individual and organizational
goals

Analysis
Group values and goals codesigned and mapped to
organizational values

People/
Work

A gap exists between knowledge
• individual needs met by work
• individuals have skills and abilities to meet task and skills to implement quality
standards for programming
demands

People/
Informal
Organization

• individual needs met by the informal
organization
• informal organization make use of individual
resources consistent with informal goals

Conditions exist to organize into
sub-teams, but lack
implementation at this time

Work/
Formal
organization

• organizational structure adequate to meet
work demands
• organizational structure motivates behaviour
consistent with work demands

Structures, with some gaps, exist
that enable task completion.
Consideration of availability of
resources to contribute to projects
is standard

Work/
Informal
organization

• informal organization structure facilitates work Employees have adapted mainly
to informal structures to
performance
accomplish tasks, e.g. policy
• hinder or help meet the demands of work
development

Formal
organization/
Informal
organization

• goals, rewards, and structures of the informal
organization consistent with those of the
formal organization

Hierarchy and network structures
co-exist. Team values are
congruent with organizational
values.

Possible Solutions to Address the Problem of Practice
After applying Nadler and Tushman’s (1980) congruence model to ACC, a knowledge and skills
gap was found to exist, along with gaps in policy and process. To address the problem of practice, the
lack of shared vision, four possible solutions are suggested: maintain the status quo; involve external
consultants; engage in tuning initiatives; and participate in a CoP. Each of these potential solutions will
be examined and summarized through the trianalogous leadership framework and the three tenants of
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change: creating a climate for change, engaging and enabling the organization, and implementing and
sustaining change (Cohen, 2005). All solutions have the potential to support organizational learning.
Solution One: Do Nothing and Maintain Status Quo
The first possible solution is to do nothing and maintain the status quo. ACC does employ other
quality management activities such as program reviews, program advisory committee meetings, focus
groups with internal and external stakeholders, regularly scheduled data collection through surveys, and
an examination of enrollment trends, to name a few. ACC also employs a find-it and fix-it approach to
improvement initiatives, primarily due to the pandemic over the past two years, which is accomplished
through collective leadership practices. These individual pockets of activity spread over multiple delivery
sites and program offerings can lack strategy, structure, and support, but are likely to continue as a
means to address issues as they surface as reactionary measures. Sometimes working groups are
established to assist with the organization of the activity and to define roles. However, there is no
centralized coordination or consultation to engage with the wider group to pool resources, determine
priorities, or ensure there is no duplication of work. While the ALT is strong in its ability to produce
results, working under this model is frustrating (ACC, 2021c).
As the APAE framework is implemented for provincial operations, the reports produced by these
activities and the resulting action plans will unveil opportunities for improvement; however, they will be
considered reactionary-type changes. When employees are forced to implement change, there is less
time for planning and proactive change, and, as a result, it can be difficult to include a wider range of
stakeholders, which increases the likelihood of resistance to change (Hayes, 2014). Changes will still
happen, but the absence of a shared vision up-front will lead to confusion, in addition to a long
onslaught of initiatives to improve academic quality. Furthermore, the current APAE framework does
not adequately address the EDI dimensions of academic quality sought by the ALT team. This gap is likely
to persist without a formal path to address the issue.
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Solution Two: External Consultation
Another potential solution is to engage in further external consultation. The ALT recently
engaged an external consultant for the purpose of collaboratively creating a shared vision for the
department, which was well received by the group and guided positive change among team members.
However, as Alagoz et al. (2018) found, external consultation may provide materials, feedback, and
implementation strategies to support change but is ineffective as a standalone intervention, even with
added system-level support through technology. Furthermore, building on this model comes with
additional costs that would require budget contributions from each department. With financial planning
complete for the current and upcoming fiscal year, the solution will come with a delayed start which
risks losing the momentum that has already been established and that assumes there is an existing
budget to cover these expenses. Although external consultants have been shown to facilitate
organizational learning, including knowledge acquisition, sharing, and application (Hu et al., 2014), it is
cost-prohibitive as a stand-alone solution. The ALT may choose to engage with an external consultant at
certain times, however, depending on the topic and the expertise available to the ALT. Furthermore, the
approaches used by the consultant may or may not align with the trianalogous leadership model.
Solution Three: Engage in Tuning Initiatives
As introduced earlier in the chapter, tuning types of change involve the pursuit of improved
efficiency or effectiveness without the immediate need to change and typically includes activities like
policy and procedure improvement and initiating quality improvement programs (Nadler et al., 1995).
One already existing path available is through the Lean Six Sigma Leadership Training, which has been
completed by all management-level employees at ACC, including the ALT. Under this task-driven model,
projects are tackled systematically using the define, measure, analyze, improve, and control (DMAIC)
cycle as a means to continuously reduce defects due to variation (Chakravorty, 2010). With dozens of
projects completed at ACC through this Lean system, knowledge of procedural operations is widespread,
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which, coupled with the internal motivation to participate in improvement initiatives, may support a
climate for change. Furthermore, while Lean Six Sigma has the potential to contribute to organizational
learning (Antony et al., 2018), this claim has not been tested empirically, nor have independent studies
been conducted on the relationship between Lean Six Sigma and EDI initiatives.
A criticism of Lean Six Sigma is the potential for a high failure rate of continuous quality
improvement initiatives. While Lean Six Sigma usually shows progress early in its adoption, lasting
results can fail to materialize, causing participants to lose motivation and return to old routines and
behaviours (Chakravorty, 2010), which does not support the goal of sustaining change in the change
path model. Furthermore, in opposition to the trianalogous leadership model, Lean Six Sigma has been
criticized for exaggerating its utility as a viable process for change management, leadership
development, and continuous improvement because of the lack of human, behavioural, and collective
team aspects of initiating and driving change (Wyatt, 2018). Lastly, the Lean Six Sigma method has been
criticized for its lack of preventative and proactive approaches to solving problems and its alignment
with a corrective-action system (Ramberg, 2000), suggesting a possible disconnect between the
anticipatory type of changes proposed earlier in this chapter and the reactive type of change suited to
this process. Notwithstanding, Lean Six Sigma has led to positive project outcomes at ACC. Gaps in
policy, procedure, and practice may inevitably be filled as the ALT examines ACC’s quality standards
through Lean Six Sigma or other performance improvement methods. While this is a fortunate outcome,
tuning initiatives, in this sense, lack structure to support a collective vision of academic quality that this
OIP seeks.
Solution Four: Community of Practice
The term Community of Practice was coined by Jean Lave and Etienne Wenger in the early 1990s
to describe how professionals collaborate to develop and share ideas to identify solutions to common
problems (Saldana, 2016). Originally grounded in apprenticeship contexts, Lave and Wenger (1991)
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included the learning of knowledge and skills in this sociocultural practice. Cater-Steel and McDonalds
(2017), describing CoPs as a social learning theory with pedagogical implications, noted that the
landscape of CoPs tended to shift through three broad phases, from membership for meaningful
learning in the context of practice, to intentional participation as a means to increase organizational
learning capacity, and, finally, contributions to the broader view of practice, such as policy. These phases
have practical implications for the ALT. Specifically, building peer support structures to improve
individual practice, providing opportunities to develop peer mentoring relationships, and identifying
opportunities to collectively influence and lead broader organizational change (Pedersen et al., 2017)
supports the trianalogous leadership framework.
CoPs have three key essential components: domain, community, and practice. The identity of
the CoP must be defined by a specific domain in which members have a shared concern or interest
(Mercieca, 2017). In ACC’s context, themes in the team charter, collectively created by all members, can
be used as a launching point to help generate interest in participation. Coupled with a departmental
mission focused on cultivating inclusive and experiential learning environments through quality
programming (ACC, 2021c), ACC’s program quality standards form part of the domain of this CoP.
Community is about fostering relationships. Individuals who are passionate about their domain
demonstrate a commitment to learn and share with each other, and through this sharing, relationships
are nurtured, and trust is built (Mercieca, 2017). Here, a CoP would be the vehicle for building trust,
which was identified in Chapter 1 as critical to the success of this OIP. Finally, practice is the investment
of time into gathering to share experiences, successes and failures, leading to the development of
individual practice and collective identity (Mercieca, 2017). Sharing knowledge and experiences,
identifying gaps, and mapping team members’ individual and collective strengths are examples of
practices the ALT could engage in throughout the CoP.
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Building on the model for learning, McCoy and Bocala (2022) studied the use of a CoP to disrupt
systemic inequality in education and support equity-oriented conversations in order to consider the
outcomes educational leaders seek for their students. Thus, a CoP model supports collaborative learning
and leadership practices and has the potential to address the knowledge gap among the ALT to create a
shared vision of academic quality while addressing the social dimensions of EDI in post-secondary
education. “Full participation is intended to do justice to the diversity of relations involved in varying
forms of community membership” (Lave & Wenger, 1991, p. 37). Bringing together individuals with
different backgrounds and diverse perspectives is also an important goal of ACC and organizational
learning theory, broadly speaking, as well as the APAE framework. Educating, identifying gaps, solving
problems, and suggesting improvements through this lens supports positive organizational change and
may be framed as Academic Quality Leadership Lessons (AQLL). In order to align ideas with action,
department-wide interactions are needed. McCoy and Bocala (2022) made use of a virtual CoP format to
facilitate group discussions and the sharing of documentation, supporting how a CoP may be
implemented for the ALT given the geographical constraints of the team that would result in the
greatest participation of team members. The virtual format also allows for input from others external to
the team, when needed and dependent on the topic, allowing for greater access to diverse knowledge
and skills than is available at one location with no additional budgetary costs.
Analysis of the Solutions
Each of the possible solutions were examined through the lens of the three tenants of change,
as described by Cohen (2005), and their alignment with the trianalogous leadership framework. This is
summarized in Table 4. Based on this analysis, the recommended solution is to engage the ALT in a CoP
model that examines existing and desired practices as well as engages in anticipatory changes in order
to move towards the broad goal of quality programming. The broad goal of reorienting the ALT to create
a shared vision of academic quality may be accomplished through incremental tuning initiatives focused
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on examining each of the quality standards in Appendix B. Each standard is an increment of the larger
AQAE framework, and the appreciative inquiry cycle may be used to examine each.
I contend that engaging in tuning initiatives, in this sense, is a path to reorientation for the
organization. My argument is hinged on the idea that small initiatives can be leveraged to influence
transformational change, identified by Morgan (1994) as incremental and quantum change, respectively.
Incremental and quantum change are intertwined. As we set our sights on those 500-per-cent
improvements, remember they’re usually delivered through 5-, 10-, and 15-per-cent significant
initiatives. These include... selection of the right champion to lead the project... a well-balanced
team that combines a range of skills and perspectives... a CEO who lends just the right amount
of support... (Morgan, 1994, para. 13)
The examination of each quality standard, as outlined in Appendix B, is viewed as an opportunity to
create and share knowledge as a means to contribute to the main goal of creating a shared vision.
It is expected that over the course of the proposed change that some of these initiatives to
improve academic quality will inevitably take place since the first iteration of the AQAE framework will
be carried out in the upcoming academic year. These initiatives, which actively engage in improvements
based on the results of an academic program assessment, are distinct from the tuning initiatives, which
examine each quality standard proposed in this OIP through appreciative inquiry cycles. The ethical
considerations that need to be addressed are presented in the next section.

61
Table 4: Summary Analysis of Possible Solutions
Summary Analysis of Possible Solutions

Solution 1:
Maintain
Status Quo

Solution 2:
External
Consultation

Solution 3:
Tuning
initiatives

Solution 4:
Community
of Practice

Creating a climate
for change
The impetus to change is already present
with internal motivation, but
department-wide coordination is absent.
Most of the change initiatives are
grounded in reactionary-type change
when we seek anticipatory changes.
The impetus to change is already present
with internal motivation but will take
longer to implement due to budget
constraints.
The impetus to change is already present
with internal motivation and knowledge
of the Lean Six Sigma system. Possible
mismatch in type of change proposed
and type of change supported by this
process. Opportunities for other tuning
initiatives, such as policy review, exists,
but the connection to a shared vision is
not apparent.
The impetus to change is already present
with internal motivation, but a CoP
model adds a team trust-building
element.

Engaging and enabling the
organization
Some team members are engaged
while others are not, which is
problematic given our organizational
structure that depends on informal
structures to bridge the gap
between delivery sites and program
areas.
With an external consultant, the
client decides on membership. All
members of the academic team
have the opportunity to engage.

Implementing and sustaining
change
Pockets of activity will continue, but
the absence of wider coordination
causes frustration that is not
sustainable in terms of human and
financial resources.

Trianalogous
Leadership Model
Components of the
trianalogous
leadership model are
evident in the ALT’s
working agreements.

As a standalone solution, even with
technology support, it may not be
an effective solution in ACC’s
context, which questions
implementation and sustainability.

Unclear and
dependent on the
external consultant’s
approaches

In the Lean Six Sigma system, the
ALT is beholden to a rigid process
that does not always account for the
sociocultural factors influencing
change. Other models for
implementing tuning initiatives may
also work here.

Research does not fully support
Lean Six Sigma as a leadership
development tool or as a means to
sustain change.
Other tuning opportunities lack
structure and a shared vision to
sustain change.

A CoP is built on community
engagement and collaboration and
may be supported by a virtual
environment with existing
structures in place. Make use of
appreciative inquiry cycles to
engage in discussions on the quality
standards.

Research supports a CoP model to
enact change, supplemented by a
virtual network to continuously
communicate with the team to
maintain collaborative practices and
engagement

A disconnect
between the
leadership model and
the Lean Six Sigma
process is evident.
However, other
tuning initiatives may
align with the
leadership model.
Strong alignment is
evident.
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Leadership Ethics, Equity, and Social Justice in Organizational Change
Leaders in education must respond to complex dilemmas. The COVID-19 pandemic is ripe with
examples such as the sudden shift to an online environment followed by the transition back to
campuses (Lee, 2022), reports of pervasive academic dishonesty related incidents with no clear or finite
solution (Chiang et al., 2022), and the need to support students through a variety of policy-bending
accommodations like dropped assessments (Jankowski, 2020). Outside of the pandemic, while there is
strong support across the organization for initiatives that contribute to our values and result in positive
learner outcomes, increased pressures to meet enrolment and programming targets and comply with
the demands of external accreditation bodies, for example, impact the resources available to progress.
Add in a strained budget for operations and the complexity of decisions drastically increases.
Leadership ethics can help navigate change in an organization. Scholl et al. (2016) posited that
weaving ethics directly into an organization’s activities through participative decision-making can help
traverse change. In the case of this OIP, that link is clear. The purpose of this OIP is to examine our
existing APAE framework and, through collective discourse, interrogate the systems that promote or
inhibit full participation at ACC in order to create a shared vision of what constitutes quality
programming and related services. This section examines the ethical paradigms guiding this OIP: the
ethic of care, focusing on individuals and their relationships; the ethic of the profession, focusing on
codes of ethics for educational administrators; and the ethic of local community, focusing on the best
interests of the community. I conclude with a rationale to include professional development in
leadership ethics for equity, diversity, and inclusion to help cultivate greater ethical awareness among
the ALT prior to engaging in the AQLL.
Ethic of Care
The ethic of care is characterized by virtues such as compassion, understanding, and trust, as
opposed to principles, and is concerned with how issues and decisions impact others (Wood & Hilton,
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2012). This paradigm is consistent with a leader who is focused on serving the needs of the team as a
servant leader and is also consistent with inspirational motivation and emphasis on the needs of others
as a transformational leader (Smith et al., 2004). Although cited as being grounded in feminist literature
in direct response to the masculinized ethic of justice (Wood and Hilton, 2012), the ethic of care is also
in opposition to neoliberal discourses, which have strongly influenced education but have not
completely taken hold. The pandemic is evidence of this shift from market ideologies to an emphasis on
social responsibility. For example, at ACC specifically, employees' demand for more work-life balance,
even though campuses have returned to relatively normal operations, has resulted in formalized policies
and procedures for flexible work arrangements.
Oppositely, the phrase do more with less is ubiquitous in a province with a struggling economy.
The inability to take the correct action because of resource constraints can be morally distressing,
especially when combined with the other adage that those who know better ought to do better and,
therefore, ought to contribute to the betterment of the organization can create a situation where
employees who are constantly engaged are working longer hours to their own detriment.
Shapiro and Stefkovich (2016) described an ethic of care as a means to reinforce the importance
of student and employee development, such as helping achieve their education and career goals.
Mentoring and coaching then become an integral part of building community as well as the importance
of social context and recognizing issues that impact organizations (Shapiro & Stefkovich, 2016).
Ethic of the Profession
The ethic of the profession is concerned with the values that exist within each professional area.
Professions in health care, law, and business, for example, are bound to codes of ethics whether they
work for an organization or in private practice. Educational administrators have no mandatory ethics
course requirement (Shapiro & Stefkovich, 2016) or external professional regulatory body to establish,
monitor, and enforce standards of the practice. Yet, the organizations they run are often required to
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weave ethical considerations into their program areas in order to prepare learners for employment in
their fields. The absence of a local code of ethics for those in academic administration positions to serve
as a foundation for decision-making is problematic. Shapiro and Stefkovich (2016) suggested that
educational leaders ought to develop a personal code of ethics based on their life stories and critical
events and then create a professional code that considers their work-related experiences along with
their personal code.
Professional Ethics: A Personal Reflection
The life stories and critical events that have impacted aspects of my personal code of ethics are
largely based on my experiences as a student in and of higher education. Personally, my career as a
student and my career in the field of education are so enmeshed that the distinction is often unclear.
The production of this manuscript is evidence of such overlap, often questioning where the line is drawn
between student and professional, or even if such a line exists. It would be a falsehood if I did not
acknowledge that my own personal experiences as a student colour my perceptions of good practice or
that they have guided my behaviours while serving in both faculty and administrative roles. For
example, my experiences as a student in and of higher education have molded my values and shaped my
behaviours in the classroom as a faculty member, then in my responses to student issues as a
department leader, and now in my contributions to policy development and strategic objectives as a
senior leader. Arguably, other members of the ALT have their own experiences, which impact how they
view the world in which they work. The main point is that as our positional authority grows, so does our
responsibility to promote, advocate, and work towards socially just spaces, encourage these qualities in
others, and act on behalf of marginalized campus voices, staff or students.
In my personal view and professional role, social justice means creating and contributing to
teaching and learning environments that equitably support stakeholders in relation to cultural identity,
ethnicity, exceptionalities, geographic location, gender, gender identity, nationality, mental and physical
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ability, race, sexual orientation, socioeconomic status, and spiritual identity. Capper (2018) posited that
“individuals need to have confidence in their ideas when they speak and be willing to take a stand on
their personal beliefs” (p.160). For me, that means listening to students and their demands to have
barriers to education reduced and for better educational experiences ([Local Student Union], 2020). It is
not by coincidence that I have placed student voice at the top of our ACC’s quality standards, and I am
positioned to defend that stance. The intersection of lived experience, education, and organizational
agency can create pathways to enact positive change. It is important for me to be aware of my own bias
and perceptions as a leader, as it is for others.
Ethic of Local Community
The ethic of local community is concerned with serving “the needs, interests, and public good of
the local community, defined as the service region of the institution” (Wood & Hilton, 2012, p. 206). In
direct alignment with ACC’s core purpose for existing – responding to the local workforce, industry, and
community needs to support social and economic development (ACC, 2017b) – the ethic of local
community is a critical component of this OIP. Like the ethic of the profession, social responsibility is an
important aspect of the ethic of local community.
Localized decision making, for example, at the campus or program level, is able to better
account for local context and lessen bureaucracy, as opposed to higher levels in an organization (Wood
& Hilton, 2012). A caveat, as Wood and Hilton (2012) cautioned, is that this should not be the impetus
for unilateral decision making on the part of individual colleges, or ACC’s individual campuses in this
context, but that they should unite “on policies, general curricula, systems, processes, articulations, and
decisions that require centralization; however, this should not prevent individual campuses from
engaging community-oriented decision making to address the unique needs of each locale” (p. 208). As
discussed earlier, Harvey (2008) warned that quality could not be dictated by a “set of prescriptions or
recipes for implementation… it is owned by those who live it” (p. 34). As also cautioned, organizational
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culture is dependent on the context of the community in which they are located and could be less
apparent in the broader sense of the organization and its influence on how systems, processes, and
ideas are implemented (Parker, 2000).
Reasoning that localized knowledge and practice should play a more significant role in quality
management activities, the quality management framework at ACC was designed to examine each
program on each site through the engagement of a wide range of stakeholders to ensure the needs of
the local community are met. However, tension may exist between the pressure, both internal and
external, to centralize systems with the possibility of losing sight of local culture and community needs.
In order to support ACC’s quality initiatives, as identified earlier, the ALT could benefit from educative
processes to be included as a part of the solution to help us understand the differing perspectives on or
interpretations of academic program quality on our diverse campuses.
Implications for the Chosen Solutions at ACC
A noteworthy activity is the ongoing development of a professional development program for
post-secondary instructors at ACC that aims to inform and update their pedagogical approaches to
teaching and learning. In addition to commonly covered topics in adult education programs, such as
assessment, educational technology, and curriculum design, ACC’s program includes culturally
responsive teaching, trauma-informed practices, ethics and values, neurodivergence and disabilities,
and inclusive language and practices. Although it is not the subject of this OIP, it highlights ACC’s
commitment to developing employee competence in issues surrounding equity, diversity, and inclusion.
It also serves to highlight a gap where some employees will be engaged in examining circumstances that
shape their personal and professional awareness of ethical practice, but others at ACC are not.
The role of post-secondary institutions in teaching ethics has been studied for decades (Bok,
1976; Kaufmann, 2018; Luoma, 1989; Parks-Leduc et al., 2021), and the idea that education can
effectively develop an awareness of moral problems, as well as the influence of reasoning processes, has
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been long-established (Rest, 1982). If the ALT is to provide direction on quality academic programs that
are in alignment with our stated values to contribute to an environment where all voices are heard and
respected, it is essential that opportunities for education and reflection on equity, diversity, and
inclusion in a self and professional context be provided to the team. It also supports ACC’s idea of
accountability that all stakeholders are collectively responsible for ensuring learners have full access to
quality programming, as introduced in Chapter 1.
Thematic in this section and throughout this manuscript has been the need to examine the
knowledge, skills, and attitudes surrounding ethical decision-making of educational leaders. The essence
of these ideas is rooted in social awareness. Not only does social awareness contribute to a positive
learning environment for students, but it has also been established as a factor for workplace success.
Casner-Lotto and Barrington (2006), for example, identified ethics and social responsibility as applied
skills in which employees have been found to be deficient, but the demand is expected to grow. Within
Canada, between March 2019 and March 2022, labour market data showed a marked increase in
demands for leadership coupled with ethical conduct and ethical responsibility, specifically 38% and
100%, respectively (Skanes, 2022).
This skills-based analysis of leadership and ethics illuminates a path to engage the ALT in an
intensive approach, through a microcredentialing opportunity, to competency development that
supports equity, diversity, and inclusive practices at ACC. Colleges & Institutes Canada (2021) defined
microcredentials as “a certification of assessed competencies that is additional, alternate,
complementary to, or a component of a formal qualification” (p.1). As a member of Atlantic Colleges
Atlantique microcredential CoP and as Senior Director, Academic Development at ACC, I am well-placed
with the knowledge, skills, and resources to facilitate the development and implementation of a short
program on leadership ethics for equity, diversity, and inclusion in order to lay a foundation upon which
the ALT’s shared vision is formed. Creating a shared vision of academic quality at ACC with a social
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awareness lens will be reflected in the change implementation plan described in Chapter 3. The
expansion of these initiatives into all areas of ACC, not just faculty members and the ALT, will be
discussed in the final section of this manuscript.
Chapter 2 Conclusion
This chapter began by examining the leadership approaches to bring about change. The
trianalogous leadership approach supports the change initiative and enhances it by encouraging leaders
to build and maintain close relationships with others, strive to improve their needs, and inspire them to
reach higher levels of achievement. Cooperrider et al.’s (2008) appreciative inquiry and Kotter’s (2014)
eight-stage process were the chosen frameworks to lead the change process because of their alignment
with the transformational and anticipatory type of proposed change, as well as their congruency with
servant, transformational, and collective leadership approaches. An organizational analysis showed that
a gap exists between the knowledge and skills required to engage with the APAE framework. The
solution to engage the ALT in a series of AQLL through a CoP model and supported through appreciative
inquiry was selected to resolve the gap between current and desired quality management practices.
Lastly, a justification to design, develop, and deliver an ethical leadership course as a precursor to
engaging in the AQLL was provided. Chapter 3 further details how the proposed change will be
implemented, monitored and evaluated, and communicated.
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Chapter 3: Implementation, Evaluation, and Communication
The first chapter of this OIP focused on defining the problem of practice as the absence of a
shared vision of academic quality within the context of a diverse, multi-site college poised to enact
change. Chapter 2 highlighted how this gap may be addressed through the a CoP model that examines
existing and desired practices in order to move towards the broad goal of quality programming. If the
ALT is to guide the organization through the APAE framework, then we must also be accountable for the
direction given and a willingness to engage in improving ourselves. As explained in Chapter 2, the
proposed solution is supported by the trianalogous leadership framework that views change
implementation through the collaborative lenses of behaviour, process, and practice.
Chapter 3 focuses on the development of a detailed implementation plan to enact the chosen
solution by engaging academic leaders in a series of educative processes, guided by appreciative inquiry
methodology, that will enhance participants’ knowledge and skills related to the existing APAE
framework and expand on socially responsible practices. Participating in these activities will lead to the
creation of a shared vision of academic quality that contributes to ACC’s EDI agenda. Evaluative inquiry
provides a path for the monitoring and evaluation of this OIP. A strong communication plan is needed to
support both the change initiative and the monitoring and evaluation aspects of this OIP, which will be
facilitated through a virtual platform acting as a vehicle for learning, collaborating, and communicating.
Change Implementation Plan
A CoP model grounded in appreciative inquiry that engages in anticipatory changes is the
suggested path to creating a shared vision of academic program quality among the ALT and is the focus
of this section. The implementation plan is then presented in three phases, constructed from
Cooperrider et al.’s (2008) appreciative inquiry and Kotter’s (2014) eight-stage process. Appreciative
inquiry as a central process of engaging the leadership team in this initiative is further highlighted in the
second phase of the change plan.
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Goals and Priorities
With an overarching goal to develop a vision that sets the direction for academic program
quality, the specific goal of this implementation plan is to develop strategies to help craft narratives of
academic quality in the context of an organization that supports inclusive and equitable practices in
diverse campus communities. This is accomplished by examining the current APAE framework that has
been piloted through an international partner through a lens of local community and by examining our
quality standards through an EDI. The implementation plan seeks to build upon ACC’s existing model of
collaborative practices through a CoP grounded in appreciative inquiry. The broad goals of a CoP are to
share knowledge, identify areas for improvement, cultivate best practices, foster innovation, and
collectively reflect (Mercieca, 2017). I situate these goals within the second phase of the
implementation plan where the leadership team is engaged using appreciative inquiry strategies and
discuss them in greater depth in the following section.
The change plan incorporates several activities and spans three academic years to achieve these
goals, which is the estimated time required to examine ACC’s quality standards fully. This also aligns
with the intended cycle of revision to produce an updated version of the guidebook that accompanies
the APAE framework. The plan considers the geographically dispersed team, a reasonable schedule to
which the team can commit, and the broader goals of the team and organization. Table 5 highlights the
details of the implementation plan through the three phases of change, which also correspond to short,
medium, and long-term goals. In the second phase, the leadership team is engaged in AQLL grounded in
cycles of appreciative inquiry, highlighted in Figure 5. This nested structure allows for opportunities to
examine each of the quality standards in its own appreciative inquiry cycle.

71
Table 5: Three-Phase Change Implementation Plan
Three-Phase Change Implementation Plan
Phase

Timeline

Year 1
Creating a
climate for
change

(Short-term)
August-November
2022

Year 1-2
Engaging and
enabling the
organization

Implementing
and sustaining
change

(Medium-term)
November 2022 August 2024
Year 3
(Long-term)
Post-August 2024

Implementation Actions
• Seek formal approval for the development of a microcredential
in ethical leadership
• Develop course outcomes and instructional resources for the
ethical leadership course
• Set up a virtual environment to support collaborative spaces
• Introduce participants to appreciative inquiry theory and
practice
• Engage with the leadership team to articulate a strategic vision
for the CoP
• Recruit other team members to facilitate
• Map out a plan, including priorities, roles, and schedule

Produced Artifacts
• Concept proposal
• Course outline
• Teaching and learning
resources
• Credential awarded to
ALT
• Virtual ALT space
• Appreciative inquiry
presentation
• Vision and plan for the
second phase

• Survey participants at semi-annual meetings on an area of
expertise/interest, prioritization of topics, etc.
• Engage in AQLL series via the appreciative inquiry cycle (see
Figure 5)

• Completed briefing notes
summarizing appreciative
inquiry session

• Present semester progress reports at semi-annual meetings
• Examine impacts, mapped to existing reporting structures

• Progress reports
• Completed updated APAE
framework guidebook
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Figure 5: Appreciative Inquiry Cycle for AQLL
Appreciative Inquiry Cycle for AQLL

Note. Each quality standard, as noted in Appendix B, will go through the appreciative inquiry cycle
Adapted from Cooperrider and Whitney (2005) to include ACC-specific processes.
Implementation Details
The three tenants of implementing change are 1) creating a climate for change, 2) engaging and
enabling the organization, and 3) implementing and sustaining change (Cohen, 2005). These tenants will
form the basis for the implementation plan.
Creating a Climate for Change
Cohen (2005) noted that those who bring about change need to have the right knowledge, skills,
experience, and imagination for meaningful change to occur. The primary purpose of this phase is to
motivate and prepare the ALT to engage in a series of AQLL through a CoP model. The ALT has engaged
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in change initiatives such as planning and budgeting, requiring the ability to analyze and assess various
aspects of ACC, suggesting that the underlying skills are present within the team to take on the initiative
proposed in this OIP. However, now these skills will be needed in this new context of academic quality
and social responsibility. As a precursor to the AQLL series, this phase includes developing and
implementing a microcredential in ethical leadership for the ALT to help develop knowledge in this area.
Ethical Leadership for Equity, Diversity, and Inclusion. Chapter 2 described the need to examine
the knowledge, skills, and attitudes surrounding ethical decision-making of educational leaders and
recommended a formalized process where the ALT is provided with an opportunity for education and
reflection on equity, diversity, and inclusion in a self and professional context. ACC has policies and
procedures in place for the development, implementation, and assessment of microcredentials, also
known as a short course that awards a formal credential based on assessed competencies.
First, a concept proposal that provides a rationale for the suggested credential along with the
intended learning outcomes, knowledge, and skills that participants will gain upon completion of the
course must be drafted and submitted to the VPA, seeking support in its development. I do not foresee
any challenges here since I am well-placed with the requisite education and experience to lead the
development and implementation of this course, there are no additional budget considerations, and the
subject aligns with the values of both the organization and ALT. While a more fulsome curriculum is
planned to be developed early in this first phase along with the formal concept proposal, a brief
description and overview of topics may be found in Table 6. It is anticipated that this short course may
be completed by November in the first year of implementation. An examination of this course as a
means to garner feedback and examine for improvements will be further discussed in the section
detailing the monitoring and evaluation in this chapter.
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Table 6: Overview of an Ethical Leadership Course
Overview of an Ethical Leadership Course
Title

Ethical Leadership for Equity, Diversity, and Inclusion

Description

This course focuses on ethical leadership for educational administrators in
the post-secondary environment. Participants will examine their personal
and professional values, explore the different ethical paradigms and relate
them to post-secondary contexts, and develop a code of ethics grounded in
personal and organizational values.

Major Topics

1.
2.
3.
4.

Organizational and Personal Values
Ethical Paradigms
Inclusivity in the Organization
Culturally Responsive Practices

Planning for the CoP. Data from the past leadership retreat will be used as a springboard to
launch this CoP. In 2021, through a positivist approach, an external consultant guided the ALT in
identifying and setting priorities for further investigation. With the provision of quality programming
collectively identified by the teams as a top priority and with the APAE framework developed for
implementation, the coupling of these priorities serves as a practical starting point that makes use of
existing resources. Mapping the team's priorities with ACC’s quality standards will help establish the
structure of the change plan while also building on the team’s existing motivation to participate in the
initiatives they helped to craft. Among the identified team priorities, for example, are real-world
learning opportunities for students and the onboarding of faculty into the academic school. These
priority areas align directly with ACC’s quality standards on work-integrated learning and faculty
orientation, respectively, and are reasonable starting points for the AQLL.
The VPA has created space for the leadership team to focus on strategy, policy, institutional and
department progress, and other issues requiring discussion. Although one morning per week is
dedicated time for team collaboration, the meeting purpose varies and is typically set at four-month
intervals. The current pattern sees two meetings per month for operational-related items, one for
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professional learning, and one is left open as a space for smaller group collaboration that may be
needed for various departmental projects. These AQLLs fit into the professional learning dedicated
meeting space. Revisiting the selected topics during the team’s annual spring meeting to assess progress
and ensure the team moves in the desired direction in terms of priorities is a part of the monitoring and
evaluation process.
Prior to engaging in the AQLL, the ALT will need to be introduced to the overall vision of this OIP
in addition to appreciative inquiry theory and practice in order to combat potential confusion about the
change initiative and how the desired future state is decided upon and achieved. Furthermore, the plan
with specific details such as the mapping of academic priorities with the already established quality
standards, identification of participants and their roles, and schedule of dates will be consulted with and
communicated to the team. Under other circumstances, this phase could reasonably span several
months in order to research and organize our academic priorities. The recent and relevant data from the
ALT’s team charter (ACC, 2021c), coupled with the team building and priority setting retreat attended by
the leadership team in 2021, laid the necessary groundwork to nurture a CoP. In this view, phase one
will occur in the first three to four months of the new academic year, ending in late November, which
aligns with the next ALT series of in-person meetings. An examination of the intersection between what
the ALT has already mapped out as priority areas and ACC’s quality standards will be critical in forming
the strategic vision for the CoP and is an integral part of garnering support.
At this point in the change plan, from Kotter’s (2014) eight-step process, a sense of urgency will
have been created by linking the ALT’s priorities with ACC’s quality standards. A guiding coalition, the
ALT members themselves, will have been built and are primed with knowledge in leadership ethics and
appreciative inquiry theory. These tasks also align with a broader define phase of appreciative inquiry,
which provides a high-level overview of the affirmative topic choice (Cooperrider et al., 2008), in this
case, a shared vision of academic quality. To further bolster the launch of the AQLL while also
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recognizing the strengths of its participants, team members who are experienced or interested in
appreciative inquiry practices will be invited to take on the role of facilitator to lead the AQLL. This may
also empower others to engage further with the topics while also helping to manage team tasks.
Engaging and Enabling the Organization
In this second phase, spanning about two years of the plan, the ALT engages in a series of AQLL
related to ACC’s quality standards. The appreciative inquiry framework is a series of well-coordinated
steps that will be applied to each topic to be addressed in the AQLL. The combination of a CoP’s goal to
share knowledge (Mercieca, 2017) and the function of appreciative inquiry to investigate, identify, and
further develop the best of an organization to create a better future state (Cooperrider & Whitney,
2005) guide this phase. The premise is that the organization will move toward what they study since
“what they study is what they become knowledgeable about and skilled in carrying out” (Cooperrider et
al., 2008, p. 33).
In the define phase, participants are introduced to the topic, which will be the focus of inquiry.
At least one week in advance of the AQLL, participants are given a briefing note containing the topic, a
short overview of how the topic relates to academic quality, the broader connection to the institution’s
or team’s mission or values, links to related policy documents or institutional research data, and
potential lines of inquiry, as further described in the next phase. Briefing notes have been used at ACC to
help guide decision-making on a particular topic by summarizing key information and identifying issues
to be addressed, making them useful in this context as well. To help contextualize how this would look, I
offer an example of a briefing note in Appendix D on academic integrity. The AQLL virtual site will host
this information and will be further discussed in the communication section of this chapter.
The discovery phase sees the team engage in dialogue as a means to share their perceptions of
what is being done well and should continue. As it is the purpose of appreciative inquiry, strengths and
capabilities related to the topic will be one line of inquiry explored among the group. From this stance,
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alignment with the organizational goal to foster a culture of excellence is evident. However, both the
ALT and ACC have placed the values of diversity and respect as essential guides on how we ought to
operate. What academic quality means in the context of a particular program on a particular campus is
one path of inquiry that will be consistent for each topic. Furthermore, to support the ethical
responsibilities of educational administrators discussed in Chapter 2, educational workshops that focus
on recognizing and appreciating the different dimensions of diversity have been shown to provide a
pathway to engagement and deconstruction of the paradigms that have given rise to various
oppressions (Alston-Mills, 2011). Current challenges to equity, how underrepresented groups are
impacted by academic policies and practices, and contributions to decolonization, indigenization, and
reconciliation are some of the lines of inquiry through which topics may be explored. Here the purpose
of completing the ethics course prior to engaging in the AQLL series is evident in order to ensure
foundational knowledge and skills related to ethical leadership to support this reflective practice is
present. Appreciative sharing of knowledge may be supported by inviting guest speakers, both internal
and external, to the ALT and organization. Given the diversity of our programs and campuses, it is also
important to consider speakers from multiple programmatic and community lenses.
In the dream phase, provocative propositions are developed. A provocative proposition is a
statement to bridge current reality with a vision of what might be by suggesting real and desired
possibilities (Cooperrider, 2002). This is where themes are extracted and presented in the context of
ACC as an organization, the academic program, or the campus community. Through this process,
narratives of academic quality are developed. It is important to recognize that organizations have
traditionally approached change by focusing on identifying specific problems, analyzing possible causes
and solutions to these problems, and then formulating a plan to resolve the issue; however, with
appreciative inquiry, there is a shift from a traditional deficit-based approach to dealing with issues into
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an opportunity to improve on current practices while recognizing the best in a team (Coghlan et al.,
2003). Emergent themes will be documented in the briefing note.
In the design phase, the team engages in conversation to enable exploration of potential actions
and collaboratively designs the activities in order to support the team’s vision of quality. An examination
of the related policy and practices, participation in a working group, modification of a system, and the
creation of resources to support domain-specific initiatives are examples of activities in which the team
may be engaged. As described earlier, the VPA has prioritized meeting time to allow the team to engage
in these initiatives outside the AQLL time, and the AQA division of the department has a dedicated
director, manager, and coordinator to oversee internal quality management activities. Significant gaps
between the current and desired state will have to be monitored, and recommendations may be given
to reduce the scope, map out a longer-term plan for implementation, or defer until funding or additional
resources are allocated to the initiative. Supporting actions needed to be taken will be recorded in the
briefing note. However, the goal of this OIP is to create a shared vision of academic quality, and so the
implementation of these improvement initiatives is outside the scope of this OIP.
The destiny phase represents the conclusion of the previous phases (Cooperrider et al., 2008),
and here, in the context of ACC, narratives of academic quality are documented along with examples of
evidence that a campus or program may use to support the vision. Individually, these represent
medium-term goals achieved for this OIP. Collectively, upon examination of all standards, these
narratives complete the picture of the team’s vision for academic quality, a long-term goal. The destiny
phase is not the final step in the appreciative inquiry process but is rather intended to be an ongoing
phase dedicated to continued monitoring of progress and engagement in dialogue (Coghlan et al., 2003).
Progress reports help track this progress and become part of the strategy for sustaining change in the
next phase of the change implementation plan.
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The appreciative inquiry cycle continues over the course of the following two academic years
until all topics identified in the ACC’s quality standards have been addressed. For illustrative purposes in
this manuscript, a schedule is proposed in Table 7. However, the ALT likely will collectively create a
schedule during our face-to-face planning session when other team priorities are set.
Table 7: Sample Schedule of AQLL Topics by Semester
Sample Schedule of AQLL Topics by Semester
Semester

Quality Standard Themes

Fall 2022

Orientation; Work-Integrated Learning

Winter 2023

Admissions; Curriculum; Student Voice; Leadership

Spring 2023

Assessment; Academic Integrity; Occupational, Health and Safety

Summer 2023

Resources; Workloads

Fall 2023

Student Support; Complaints and Appeals; Student Pathways

Winter 2024

Planning; Infrastructure; Academic Support & Well-being

Spring 2024

Professional Learning; Teaching Quality; Feedback

Summer 2024

Recognition of Excellence; Supervision of Students

Furthermore, the suggested schedule, the actual schedule created with the ALT, and the realities of
implementing this series of AQLL may see this extended into the following academic year. The ALT
cannot be bound to a rigid schedule if the examination of a topic triggers a series of anticipatory
changes that need to be completed prior to fully engaging with the next topic. It is my role as the change
agent to be flexible and responsive to the needs of the ALT, consistent with the trianalogous leadership
framework.
Implementing and Sustaining Change
In this final phase, I consider how to maintain the momentum for the AQLL series. Cooperrider
and Whitney (2005) asserted that sustaining momentum can be obtained if an appreciative lens is built
into organizational procedures, systems, and operations. The semi-annual leadership team meetings are
foundational to sustaining change. The fall and spring face-to-face meetings invite the ALT over a two-
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day period to discuss the priorities and progress of the entire academic division. During this time,
progress reviews used to track the individual action items stemming from an AQLL and the larger goal of
a shared vision spanning all academic priorities will be communicated. This is an opportunity to also
celebrate the successes achieved thus far by highlighting the ALT’s progression, which may further
motivate the team. This activity aligns with Kotter’s (2014) eight-stage process to sustain acceleration by
initiating changes that progress towards the overall goal. These semi-annual meetings will also be used
as a forum to collectively determine the next priorities to examine.
Much of the work for this change initiative will be completed in the second phase, so, at this
point, it is just the final compilation of the briefing notes left to complete. The culmination of this series
of AQLL will result in the production of an updated guidebook to be used organization-wide, which is the
shared vision of academic quality. Academic programs are subject to the process outlined in the APAE
framework on a five-year cycle, enabling the impacts of this change initiative to be monitored through
the existing reporting process. Just as the APAE framework is used to summarize the evidence of how
quality standards are satisfied, a similar process of collecting evidence throughout one change
implementation cycle and comparing it with the outputs of the AQLL series may be established. The
following section will further explore how this can be monitored and evaluated.
Change Process Monitoring and Evaluation
The monitoring and evaluation processes associated with the CoP’s activities are described in
this section. Markiewicz and Patrick (2016) describe monitoring and evaluation as “a planning process
and a written product designed to provide guidance to the conduct of monitoring and evaluation
functions over the life span of a program or other initiative” (p.19) and are used to “to inform
management and decision-making processes; to support accountability; and to guide organizational
learning for program improvement” (p.19). This notion of monitoring and evaluation aligns directly with
the accountability, continuous improvement, and learning themes within this OIP. In order to conduct
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an effective evaluation, data gathered through monitoring activities is needed. Given that the
foundation of this change is grounded in the APAE framework, an evaluative activity that directly mirrors
the functions described above, this OIP will use existing tools and practices in order to monitor and
evaluate the proposed change and seek to build evaluation capacity among the ALT through evaluative
inquiry.
Evaluative Inquiry
Coghlan and Brydon-Miller (2014) refer to evaluative inquiry as the combination of
“investigation and evaluation to promote evaluation that is embedded in routine practice” (p. 318) that,
through an iterative process, uses data and reflection to seek positive change. Preskill and Torres
(1999a) popularized evaluative inquiry as a tool for organizational growth where work is participatively
completed through diverse and innovative multidisciplinary teams who value peer-to-peer relationships
and support a culture of responsibility and results. This approach to monitoring and evaluation
corresponds with the trianalogous leadership framework, the ALT’s working agreements, and the
analysis from Nadler and Tushman’s (1980) congruence model where the need to develop the
knowledge and skills of those within the organization was identified. Furthermore, evaluative inquiry
recognizes the collaborative nature as well as the heterogeneity of those involved (de Rijcke et al.,
2019), further echoing alignment with the trianalogous leadership model.
Preskill and Torres (1999b) identified the conditions required for the implementation of
evaluative inquiry, which remain relevant in today’s post-secondary environment: (a) processes are
integrated into the organizations existing work processes and completed mainly by internal
stakeholders, (b) processes are continuous and ongoing, (c) processes depend asking questions and
exploring values, beliefs, assumptions, and knowledge through dialogue and reflection, and (d)
processes contribute to a culture of inquiry and occur within systems and structures that value
continuous improvement and learning. Using an evaluative inquiry approach to monitor and evaluate
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the proposed change process is suitable since there is a heavy reliance on implementing this change
within the ALT’s existing work processes, such as our policy framework and meeting structures, internal
to the team. Furthermore, the APAE framework, along with other existing quality management
processes, is continuous and ongoing on a cyclical schedule, emphasizing learning and improvement.
Lastly, while the team has engaged in the collective identification of our values through reflection and
dialogue during the last ALT retreat, the proposed plan involves a more significant examination of
values, beliefs, and knowledge through the suggested course on ethical leadership and the AQLL
themselves.
Evaluative inquiry argues that all aspects of a project, from its inception onwards, need to adopt
an approach that institutionalizes learning and reflection (Oswald & Taylor, 2010). The examination of
ACC’s quality standards, including through a lens of equity, diversity, and inclusion, to create a shared
vision of academic quality is an evaluative activity grounded in learning and reflection. In alignment with
the trianalogous leadership framework, Coghlan and Brydon-Miller (2014) explicitly stated the
characteristics of evaluative inquiry to be dialogue, values-oriented, learning-focused to support
reflective practices and dialogue, and community-building to ensure participants have knowledge of the
content to help to build skills for the evaluation activity (Coghlan & Brydon-Miller, 2014). Thus, my
approach to monitoring and evaluation is two-pronged: to guide the development and decision-making
behind creating a shared vision and, in turn, to help build capacity among the ALT for guiding the
evaluation of academic programs.
While building evaluation capacity is not a goal originally stated within this OIP, Coghlan &
Brydon-Miller (2014) explained that while building capacity is a process, it is also a product that may
result when groups come together around an evaluative inquiry project, as I anticipate will happen
through the ALT’s participation in this initiative. Preskill and Boyle (2008) identified the CoP as a model
for sharing experiences, practices, and information and readying to build evaluation capacity among
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members with common interests and needs. Given the similarities between evaluative inquiry and
appreciative inquiry cycle that the ALT would have engaged in for the AQLL, the ALT is well-placed and
prepared to engage in this evaluation process. I have deliberately not elected to engage the ALT in
another cycle of appreciative inquiry in order to expose the team to alternate methods of evaluation in
both theory and practice as a means to broaden evaluative knowledge.
As shown in Figure 6, evaluative inquiry occurs in three phases: focusing, investigating, and
applying learning.
Figure 6: Evaluative Inquiry
Evaluative Inquiry

Note. Adapted from The SAGE encyclopedia of action research, by D. Coghlan and M. Brydon-Miller,
2014, p. 319, SAGE Publications. Copyright 2014 by SAGE Publications Ltd.
Coghlan and Brydon-Miller (2014) described focusing as the phase where the team determines which
stakeholders need to be involved along with their capacity to engage in evaluation and the specific
questions upon which the evaluation is based. The second phase, investigating, is where data is
collected, processed, analyzed, and interpreted, and the evidence to answer the questions posed in the
focusing phase is presented (Coghlan & Brydon-Miller, 2014). Through collaborative team engagement,
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applying learning in the last phase involves sharing knowledge, strategizing about the findings, and
developing and monitoring action plans. Each of these phases will be described with further contextspecific details.
Focusing
As noted earlier, at this point in the change initiative, the ALT is well-versed in appreciative
inquiry methodology, which suggests team members have the capacity to engage in an alternate form of
evaluation, such as evaluative inquiry, that also is collaborative, reflective and able to promote learning
(Preskill, 2007). Normally in evaluative inquiry, the team would be engaged in all aspects of the inquiry,
but because the development of the purpose, guiding questions, and analysis of organizational capacity
was a part of the production of this OIP, this will present as information-sharing with an opportunity for
input. As ACC is not a static organization, some of the contextual factors may have shifted by the time
we are able to fully engage in the monitoring and evaluation process. Thus, I remain open to the ALT to
modify the guiding questions as necessary and will engage the team in learning-focused activities to
promote this aspect of analysis, if needed. The focus of inquiry, identified in Chapter 1, was summarized
into three guiding questions, and the fourth focus of inquiry pertains to the overall goal of this OIP:
1. How can the existing collective leadership practices be expanded to facilitate the creation of
a shared vision of academic quality?
2. How does the alignment of shared values and desire for a more socially responsible
organization support the academic quality management mandate?
3. What policies and practices are needed to develop the knowledge among the ALT related to
a socially responsible quality management framework?
4. Have we created a shared vision of academic quality that is inclusive of diverse backgrounds
and cultures on our campuses such that we are positioned to translate this vision into
action?
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With a capable team in place to and the focus of inquiry determined, the ALT is ready to gather the data
to determine the answers to the guiding questions.
Investigating
In this phase, information is collected, processed, analyzed, and interpreted, and the evidence
to answer the questions posed in the focusing phase is presented. Table 8 provides examples of
evidence that may be used to assess the effectiveness of the CoP.
Table 8: Gauging the Effectiveness of the Change
Gauging the Effectiveness of the Change
Guiding Question
How can the existing collective leadership
practices be expanded to facilitate the creation
of a shared vision of academic quality?

Evidence
• Participants will validate the need for change
and discuss future-forward actions with a longterm perspective and have open and honest
conversations
• Anecdotally collected through observation

How does the alignment of shared values and
desire for a more socially responsible
organization support the academic quality
management mandate?

• External verification of internal processes to
ensure alignment between accountability,
improvement, and EDI strategies

What policies and practices are needed to
develop the knowledge among the ALT related
to a socially responsible quality management
framework?

• Continued support in the form of policy, time,
and resources
• Survey data

Have we created a shared vision of academic
quality that is inclusive of diverse backgrounds
and cultures on our campuses such that we are
positioned to translate that vision into action?

• Production of an updated APAE framework
guidebook
• Academic program assessment data

Note. Adapted from Cohen (2005).
How the existing collective leadership practices can act as a catalyst for change through the
structural elements of learning mechanisms has been a consistent theme in this OIP. The sharing of
knowledge is both reliant on and produced through purposeful collaboration among the ALT through
the structure of the appreciative inquiry cycle. Presentations, group discussions, small group
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conversations, or paired interviews that elicit positive stories about opportunities for enhancing the
student experience are examples of how knowledge growth can be facilitated (Thatchenkery, 2008).
These positive stories may originate from within or external to the ATL. It is expected that team
members will validate the need for change by participating in the future-forward discussion and idea
generation from the perspective that the culmination of these activities, in the long term, will result in
organization-wide improvements. When team members are engaged, open conversations are expected,
and varying perspectives on academic quality management and EDI are shared, creating opportunities
to challenge existing processes within the organization. Specific details about nurturing a space to have
open and honest conversations are discussed in the section detailing the communication plan, but this
information could be collected by observing team engagement. While different individuals in a diverse
team could expect to elicit different levels of responses, a variety of opportunities for engagement may
circumvent a lack of participation.
The alignment between the social dimensions of EDI and academic quality is another key theme
in this OIP. The connection between the accountability and improvement mandate and our team and
organizational values guides this inquiry. Because this is an internal process, the ALT is not beholden to
the external pressures often associated with regulatory bodies, and, therefore, we steer the direction of
our academic quality management processes. The multi-site delivery model and organizational structure
incentivized ACC to develop a hybrid academic quality management model that includes both
accountability and improvement functions. Furthermore, the ALT can acknowledge the practices within
our own organization that perpetuate dominant societal interests, which can lead to the marginalization
of others. We control these narratives and, like other post-secondary institutions or quality assurance
agencies, can open our processes up to the scrutiny of another organization external to ACC for
feedback on how well we create this narrative for effective implementation. Mechanisms for the
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external assessment of internal practices, such as program validation, are already in existence at ACC.
This ought to occur upon completion of the updated AQAE framework at the end of the second year.
Policies and practices, both formal and informal, shape organizational learning. It is the policy of
ACC for the ALT to engage in a collegial and participatory decision-making forum on matters impacting
academic quality. Continued support from the VPA and executive members to act with authority as a
collective unit is needed. Support includes sufficient time and resources to sustain engagement.
Perceptions on the impact of these policies and practices may be collected through a survey among the
ALT and could be effective here to determine the suitability and sustainability of the change under the
conditions in which we operate. The survey should be administered in the first semester of the change
initiative as means to correct practices which inhibit learning and again administered on an annual basis
to monitor changes.
Finally, the key to a shared vision is in the alignment between the structural mechanisms that
support learning, the cultural norms that promote learning, and the policies and practices that shape
learning. While the completed briefing notes are intended to culminate into the larger, updated APAE
guidebook, serving as evidence of a shared vision, it is the discussion on the wider perspectives that led
to the development of the guidebook and the impacts of implementation, where I place value in the
CoP. I frame the analysis of this evidence in the applying learning phase of evaluative inquiry.
Applying Learning
The phase represents the longer-term monitoring associated with operationalizing a shared
vision of academic quality that was created by contributing to the body of knowledge regarding
academic quality and EDI at ACC, which may now be used to make decisions. Ultimately, the application
of learning involves the adoption of the updated APAE guidebook. For long-term monitoring, data from
the cyclical assessments, in the form of a Quality Assessment Report from each program assessment, will
be used to inform future decisions. Built into this process are opportunities for both the campus

88
leadership and ALT to respond to the details outlined in the report before the APAO collaboratively
crafts a roadmap for improvement with the stakeholders identified in the reports. The charting of our
progression towards improvements on one campus and then the examination of the broader set of
improvements over the span of a cycle of assessments on all our campuses provide evidence of the
CoP’s impact. The data is captured in the reporting mechanism outlined in our policy.
Change does not happen in isolation from other organizational initiatives. The reality of this
implementation plan is that program assessments, operating under the initial APAE framework, will be
ongoing as the ALT is learning about and reflecting on ways to improve academic quality. Given the
likelihood that some initiatives will be carried out before the production of the updated framework, the
ALT will see evidence of change through the assessment data. As an example, the Academic
Development office is currently undertaking a research project to examine alternative admissions
processes that are reliable, valid, and culturally appropriate for mature indigenous applicants. Upon
completion of the project, updated policies, procedures, and practices are expected to be implemented,
supporting ACC’s quality standard on admissions and contributing to a more accessible and inclusive
learning environment. This evidence will be apparent even in the absence of a revised guidebook.
Matear (2020) referred to this as mutual reinforcement, where academic quality management phases
are not treated as discrete elements but rather exist on a continuum.
Ethical Leadership for Equity, Diversity, and Inclusion. The monitoring and evaluation of the
Ethical Leadership for Equity, Diversity, and Inclusion course is treated differently from other aspects of
this change implementation because of ACC’s policy and procedures on microcredentials. The Academic
Development Office is responsible for the currency and quality of the course and includes an
examination of participant feedback surveys, course materials by other subject matter experts, and
employer or community endorsement. Policy dictates that these reviews occur every 24 months.
However, participant evaluation surveys gathered by the institutional research division post-delivery of
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the course would help inform changes needed should the course be offered to others internal or
external to the organization. Since reviews are due to the Senior Director, Academic Development for
approval, to avoid a conflict of interest, I will directly submit the feedback surveys and other required
reporting to the VPA.
Communication Plan
A communication plan is an essential component of any organizational change initiative and is
used to garner support for the intended change, convey the impact of the change initiative on
stakeholders, and inform participants of the progress of the change (Cawsey et al., 2016).
Leadership is a critical element of the communication plan for the ALT to understand what is required to
achieve the shared vision and help create the conditions necessary to deliver on that vision. Because the
frameworks used in this chapter – CoP, appreciative inquiry, and evaluative inquiry – are heavily
grounded in communicative practices, special attention will be given to the virtual space used to
facilitate these initiatives and behaviours that foster inclusive learning environments. This section
outlines a communication plan, see Table 9, that incorporates the three tenants of change modelled in
the change implementation plan.
Table 9: Communication Plan
Communication Plan
Phase
Creating a
climate for
change

Engage and
enable the
organization

Communication Plan
• State the connection between: ACC and ALT values, the APAE framework
documentation, mechanisms to support the plan, and the existing ALT roadmap
• Engage team in dialogue about the participating in the ethical leadership course
and AQLL series to raise awareness about the shared sense of purpose between
the Program Quality Standards and the ALT’s stated values
• Respond to concerns about the upcoming change
• Introduce the virtual platform
• What appreciative inquiry is and why this method was chosen
• Build active and open lines of communication that can be maintained throughout
the change process
• Consider the balance of advocacy and inquiry
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Phase
Implementing
and sustaining
change

Communication Plan
• Sharing of the final APAE updated guidebook
• Semesterly and annual reports
• Maintain the virtual space for ongoing continuous improvement
Note. Adapted from Cohen (2005).
Creating a Climate for Change
In the first phase, communicating the details of this OIP, such as where the AQA office is with
the current AQAE framework and the aspiration of creating a shared vision of academic quality through
a socially responsible lens, is critical. Information is directed to the ALT, who is at the center of the
change implementation plan. Mapping out the path to achieving this goal includes explicitly stating the
connection between the organization and team values, the readily available documentation from the
AQA office, mechanisms to support the plan, and the existing ALT roadmap with our stated priorities.
As information about the ethical leadership course is explained, I could expect to be met with
trepidation from some team members. The content is not expected to pose an issue, but the act of
completing an assessment related to personal and professional values may be bothersome. It is
something to take into account in the design of the course and possibly engage someone outside of the
team to examine. Since trust is one of the areas that the ALT identified as an area for improvement
(ACC, 2021c), it may take time to build this trust before everyone is comfortable sharing something as
personal as their values.
Due to the geographical distribution of ACC’s campuses, the ALT regularly participated in virtual
meetings even prior to the pandemic. Given that this mode of communication is already in operation at
ACC and the ALT is familiar with its use, a virtual platform will be the primary communication vehicle for
this OIP. However, since the pandemic, the virtual meeting space at ACC has evolved into collaborative
workspaces with options for synchronous and asynchronous conversations, document sharing, and
project management, used to varying degrees among the ALT members. Feitosa and Salas (2021)
identified critical areas that need to be addressed and actionable items to ensure virtual teams remain
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productive. Evidently, from Table 10, communication is at the root of helping teammates navigate
through virtual environments, especially while working conditions are still in flux during a pandemic.
Table 10: Actionable Items to Address Virtual Team Challenges
Actionable Items to Address Virtual Team Challenges
Challenge
Monitor trust

Examples
• Change up the check-ins
• Establish response guidelines

Increase process
gains

•
•

Facilitate connections
Virtual platform training

Foster inclusion
through
psychological
safety

•

Ask everyone to consider the
pros and cons of all ideas
Ensure sufficient time to allow
all members to contribute

Assess teamwork
often

•

•

•

Follow-up to ensure a
continuous flow of
communication
Focus on accomplishments

Application to ACC
• Include optional opportunities for team
and individual connections, such as office
hours and coffee breaks
• Consult with the ALT to expand working
agreements to include response timelines
• Setting up information and
communication channels
• Team members new to the organization
may require training on the software
• Understanding others’ perspectives
• Finding commonalities

•

Set goals as a team, regularly check in and
provide constructive feedback

Note. Adapted from Feitosa and Salas (2021).
Monitor Trust
The necessity to establish trust among the team was identified in Chapters 1 and 2, and remains
a priority in the communication plan. In this context, monitoring trust involves building upon the existing
team trust and considering how individuals are connecting, responding to each other, and completing
tasks (Feitosa & Salas, 2021). My role in this context would include additional opportunities for team
and individual engagement that extends beyond the already established virtual weekly meeting time.
While engaging in the ethical leadership course and throughout the series of AQLL, establishing virtual
office hours or coffee break chats allows for optional and additional points of contact. While working
agreements have been established among the ALT, timelines for responding to the team have not been
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determined. Since email and chat messages tend to be the initial primary mode of contact among the
ALT team, establishing a response timeline is fitting, such as expecting a response to emails within a
certain period of time. Fostering inclusion through psychological safety and balancing advocacy and
inquiry, discussed in later sections, helps to build trust.
Increase Process Gains
Focusing on process gains considers the synergy of the team and how we coordinate our
communication (Feitosa & Salas, 2021) and directly relates to how the virtual space will be structured
such that information may be shared. I consider this to be an essential component of the change
implementation that establishes open lines of communication and information sharing. In the first
phase, the problem of practice, current and future state, and guiding questions are shared with the
team. The ALT is also engaged in dialogue about, and eventually participating in, the course on ethical
leadership. Not only do these action items apply to the first phase of the change implementation plan,
but also in the second phase, where the virtual meeting space is used for the series of AQLL, described in
a later section.
The software used for the virtual space is capable of creating channels to focus information and
discussion by topic and has the option to embed other tools used to communicate with the team, such
as whiteboard, data visualization, survey, calendar, task and file-sharing functions. Training on the use of
these components may be provided to new members unfamiliar with these tools. Current documents
related to the APAE framework and this OIP may be housed here as a quick reference for the ALT. This
virtual site can also house the ethical course content as well as the AQLL series.
In line with the domain, community, and practice elements of a CoP, the focus of the
community is defined, those in the ALT are granted access, and the practices built into the community
are established and communicated. Figure 7 provides a matrix that highlights the communication
opportunities present in a virtual CoP environment, whether structured or unstructured, and whether
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team members connect synchronously or asynchronously (Tamarack Institute, 2020). The modes of
communication most likely to be used in the AQLL fall somewhere between these axes.
Figure 7: Opportunities for Communication in a Virtual CoP
Opportunities for Communication in a Virtual CoP

Note. Adapted from Tamarack Institute (2020)
For a virtual CoP, McCoy and Bocala (2022) suggested that documentation be shared online in advance
of the group discussions to facilitate learning. The ALT will be encouraged to read the short briefing note
along with other relevant information in order to facilitate learning.
Foster Inclusion Through Psychological Safety
In the context of team engagement, inclusion may be defined as “employee perceptions that
their unique contribution to the organization is appreciated and their full participation is encouraged”
(Mor Barak, 2015, p. 85). As Feitosa and Salas (2021) explained, creating an inclusive environment can
be challenging in virtual contexts, especially during the pandemic, where the risk of isolation and
detachment is higher. The psychological facet of organizational learning theory introduced in Chapter 1
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first highlighted the need for psychological safety in order to share information and knowledge that is
required for learning (Lipshitz et al., 2002). Open communication is only fostered when individuals feel
that their colleagues will not reject them for their different viewpoints (Newman et al., 2017). As also
discussed in Chapter 1, the varying perspectives on academic quality management and EDI compounded
by the diversity within the ALT justify the need to intentionally create a psychologically safe space.
Finding commonalities and allowing the time and space to understand other perspectives are
two ways to foster inclusion and build trust, according to Feitosa and Salas (2021). Both the CoP model
rooted in common interests and the appreciative Inquiry method rooted in questioning techniques for
the purpose of learning from each other lend themselves to fostering inclusion within a team. The next
phase of the communication plan builds on how we can communicate in an appreciative inquiry cycle
such that the sharing of diverse opinions is encouraged.
Assess Teamwork Often
While Feitosa and Salas (2021) mainly focus on teamwork skills, as opposed to task work, to help
coordinate participation in virtual environments, such as setting a goal for the team to work towards.
However, in a CoP model and in line with the trianalogous leadership framework, the group would
collaboratively set goals, as opposed to just one individual. Furthermore, rather than focusing on work
associated with tasks, Feitosa and Salas (2021) also suggested providing constructive feedback on
collaborative behaviours, which may be accomplished through many different channels for
communicating in a virtual CoP, structured or unstructured and synchronous or asynchronous.
Engaging and Enabling the Organization
The second phase of the implementation plan engages the ALT team in a series of appreciative
inquiry cycles, and communication is a fundamental aspect of appreciative inquiry that is embedded
throughout the process. Although providing information on the appreciative inquiry methodology and
its ability to facilitate positive change in the first phase, it may be useful to revisit the appreciative
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inquiry model as a tool for communication with the ALT. Crestani (2015) argued that appreciative
inquiry could be reconceptualized as a change communication process in itself, as opposed to an
organizational development model, to create conversations of understanding. Given that change
overload and fatigue may contribute to stakeholder exhaustion and, ultimately, the failure of change
processes (Crestani, 2015), the participatory approach to dialogue within the appreciative inquiry cycle
“creates energy and excitement and a desire to move toward a shared dream” (Cooperrider et al., 2008,
p. 3).
Balancing Advocacy and Inquiry in a CoP
Interestingly, Cooperrider et al. (2008) placed heavy emphasis on communication throughout
their handbook, evident in statements such as “active communication” (p. 182), “build communication”
(p. 208), and “open channels of communication” (p.231), to name a few, but does not provide context
into how good communication practice may be enacted. Circling back to the psychological facet of
organizational learning and the need to create a psychologically safe space, balancing advocacy and
inquiry may be one way to build active and open communication among the ALT within a CoP. I view this
as a path to building trust within the team.
Coghlan and Brydon-Miller (2014) described advocacy and inquiry as two critical communication
behaviours needed to facilitate conversations, manage emotions, and provide feedback. I highlight
these communication behaviours here because of the complexity surrounding conversations involving
ethics, equity, diversity, and inclusion, and also the potential for the provocative propositions crafted as
a part of the appreciative inquiry cycle to bring about debate. As Bolman and Gallos (2021) stated, in
order to facilitate successful interactions within a group, advocacy must be combined with inquiry.
Coghlan and Brydon-Miller (2014) warned that “when there is a high degree of advocacy and
little inquiry, people are unable to learn about the nature of their differences” (p. 26) and that conflict
may escalate among the participants, or they may withdraw from the conversation if they feel a view is
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imposed upon them without consideration of their own perspective; thus it is important to consciously
inquire about the participant’s views. Oppositely, a high degree of inquiry with low advocacy can lead to
a lack of progress, so if participants are asking a lot of questions, offering a particular stance on a topic
may help to move the group forward (Coghlan & Brydon-Miller, 2014).
High-quality inquiry encourages the sharing of diverse opinions, whereas low-quality inquiry is
designed to ensure compliance among participants (Coghlan & Brydon-Miller, 2014). Since effective
academic leaders ought to be skilled in both advocacy and inquiry as well as the quality of the effort
(Bolman & Gallos, 2021) and since all members of the ALT are leaders at ACC, I will provide information
on its benefits that may be broadly applied in other leadership contexts, such as engaging in difficult
conversations with other employees. It provides another opportunity for the ALT to learn about theories
and concepts in use. Moreover, members of the ALT have practiced their coaching skills with each other
in a no-risk environment in order to have more effective conversations within their own departments.
The ALT are likely to engage in practicing conversations that balance advocacy and inquiry too, if given
opportunity. Table 11 provides a sample of questions that may be classified as low-quality and highquality inquiry to serve as a guide while engaging in the appreciative inquiry cycle.
Table 11: Examples of Low-Quality and High-Quality Inquiry
Examples of Low-Quality and High-Quality Inquiry
Low-Quality Inquiry
Do you understand what I am saying?

High-Quality Inquiry
What is your reaction to what I am saying?

Did you do that because...?

What was your thinking on that?

Why can’t you do...?

What would it take to do...?

Don’t you agree? Don’t you think it would be
In what ways is your view different? My view
better if... ?
is ..., how do you see it?
Note. Adapted from The SAGE encyclopedia of action research, by D. Coghlan and M. Brydon-Miller,
2014, p. 319, SAGE Publications. Copyright 2014 by SAGE Publications Ltd.
Implementing and Sustaining Change
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Communication in the final phase is concerned with maintaining interest in participating in
continuous improvement initiatives and may be accomplished through annual meetings, reporting
mechanisms on current statuses and their progression, successes and lessons learned with action plans
to revise practices or work processes where appropriate. In this phase, communication also serves the
purpose of motivating and supporting others, and so leaders need to be effective communicators in
order to convey a compelling shared vision (Hayes, 2014).
Upon completion of the series of AQLL, the completed briefing notes may be compiled into the
updated version of the AQAE framework. Because the process of reviewing each of ACC’s quality
standards is going to take place as program assessments are also being carried out, I recommend
completing a cycle of assessments before producing the updated guidebook that has been collectively
created by the ALT, which aligns with the three-year time frame to complete this change initiative. In the
spring of each year, the Academic Development office meets with other departments to map out our
collective activities, including the academic program assessment schedule. In this last year of the change
plan, the updated APAE framework guidebook will be introduced as the document to be followed for
subsequent academic program assessments.
As discussed in Chapters 1 and 2, effective communication systems also enable members within
the organization to communicate vertically and horizontally throughout the organizational structure.
Semesterly and annual quality reports to executive members and the Board of Governors aim to provide
reasonable assurance about the performance of academic activities and their key related services and
how various departments within ACC are contributing to and improving student success. These reports
are an important component of the communication plan. The first category of reports occurs on a persemester basis and includes a summary of core findings, recommendations, and the status of action
items. The second type of report is the annual quality report presented to the Board of Governors at the
end of the academic year. These reports provide a window into the ALT’s progress while also allowing
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serving as a springboard for dialogue with those who have macro-level influence, such as the Board of
Governers or government, and also those with micro-level influence, such as the individuals who
interact with students at the campus level.
Chapter 3 Summary
Chapter 3 further explored the idea of engaging academic leaders in a series of AQLL, guided by
appreciative inquiry cycles in a CoP, designed to contribute to the team’s knowledge and skills related to
the existing APAE framework with an added emphasis on the social responsibility dimension of postsecondary education. Although outside the scope of this improvement plan, it is inevitable that
improvements to academic programming and related services will occur as a result of these AQLL.
Evaluative inquiry was chosen to monitor and evaluate the change process as it has been identified as a
tool for organizational growth. The communication strategy included includes details of the plan for
virtual collaboration and also how to communicate in order to foster psychological safety necessary for
learning. Next steps and future considerations will now be discussed.
Next Steps and Future Considerations
The path to fostering EDI in academic quality management is long, and the ALT is just one entity.
Post-secondary organizations, however, are not ahistorical. We all have a duty to reflect on and correct
practices within our own organizations that perpetuate dominant societal interests which have
historically excluded and marginalized others. As leaders, the ALT can articulate a shared vision of
academic quality, which gives it legitimacy, but the image must grow out of the needs of the whole
organization and be owned by all stakeholders, which circles back to the APAE framework’s definition of
accountability:
All education stakeholders accept responsibility and hold themselves and each other responsible
for every learner having full access to quality education, qualified teachers, challenging
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curriculum, full opportunity to learn as well as appropriate and sufficient support for learning so
they can achieve at excellent levels in program outcomes (adapted from IRDA, 2002, para. 5)
The idea of collective responsibility ought to extend beyond educational organizations and into
the communities and industries in which we serve since issues of inequity are entangled within our
society. As an example, a recent presentation attended by the ALT highlighted the pervasiveness of
inequitable practices faced by students when seeking work-integrated learning (WIL) experiences, such
as co-operative programs and internships. Paid WIL experiences in male-dominated professions versus
unpaid in female-dominated professions, the scarcity of funding programs to support WIL for
international students, and a lack of understanding of employers' EDI policies are some of the factors
impacting students that extend into the workplace (A. Nguyen, personal communication, March 31,
2022). Collaboration within and beyond ACC is critical to advancing the EDI agenda. Some of the EDI
improvements needed, like addressing the WIL challenges, require radical change, while others may
simply involve changes in policy language. As I stated in Chapter 1, my leadership lens hinges on the
shared belief that things can always improve, and, from Chapter 2, I maintain that the key to tackling
transformational change is through incremental change.
Organization-wide participation and representation matter. While representation across the
academic division and some geographical locations, this OIP was focused on the activities of the ALT.
Political hurdles, such as those resulting from cross-departmental competing agendas, can be
challenging to overcome when considering change initiatives. Thus, expanding knowledge and input
beyond one division is critical to garnering sufficient support as a means to reduce conflict among
stakeholders (Huang & Newell, 2003). Furthermore, there are many layers of culture apparent within
ACC. Basic assumptions held by a group, which Schein (2017) described as being at the core of the
organization, are often invisible. These routines and norms are difficult to change and require a deeper
inspection of campus or program-level visible artifacts, espoused values, shared tacit knowledge, and
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other underlying assumptions (Schein, 2017). The introduction of the new faculty development program
coupled with expanding the ethical leadership course into other areas of the organization may be a
useful starting point to engage in discourse beyond the ALT.
Building leadership capacity among the remainder of the academics team and into the branches
of Campus Operations would be a reasonable follow-up to this OIP that would empower other
organizational leaders to become change agents themselves. This would strengthen the ability to
improve the quality of academic programs by developing capacity through member discourse and how
initiatives are tackled.
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Appendix A: Campus Vignettes
Campus A
Campus A, the province’s most northern campus, is located in a town of approximately 8000
residents with a nearly 50% indigenous population (Statistics Canada, 2018). Upon receipt of a
government grant, the campus expanded its site to include new classrooms, a library, and common
areas, as well as additional support positions for indigenous students (Town of [Municipality], 2016).
This building is a shared site with a satellite campus of a university with approximately 200 full-time
students and two campus administrators overseeing campus operations and program delivery. Program
areas focus heavily on academic upgrading, health and community services, and industrial trades.
Campus B
With a population of over 2000 full-time students and 150 instructors, Campus B is ACC’s largest
campus and is one of two campuses located in the province’s capital city. This campus also hosts the
largest population of international students and staff, the highest number of student representative
council members, and the greatest number of extracurricular events. Three campus administrators
oversee program delivery, with an additional administrator with dedicated oversight of the facility itself.
Program offerings expand all areas but heavily focus on applied arts, business, and health science
programs.
Campus C
Campus C, located in a rural community, sees less than 50 full-time students in a term. Some
academic and student well-being supports are provided virtually that operate out of a larger campus.
Industrial trades programs such as Welding and Small Engine Repair are offered here. A majority of
faculty are retired tradespeople with extensive professional experience but struggle with technology use
in the classroom. Some resources are shared between this campus and another small campus 150 km
away.
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Appendix B: Atlantic Community College’s Program Quality Standards
Theme
Topic
1. Campus
1.1 Student Voice
Leadership
and
Administration
1.2 Leadership

Policies and procedures related to quality program delivery
exist and are effectively communicated and implemented.

1.4 Technological and
Physical Infrastructure

Teaching and learning is supported through technological
infrastructure as well as a variety of physical resources.

1.5 Occupational
Health and Safety

The campus/program abides by applicable Occupational
Health and Safety standards.

2.1 Admissions
2.2 Orientation
2.3 Academic Support

3. Teaching
Quality

Campus leadership motivates and inspires others to engage
in quality management practices.

1.3 Policies and
Procedures

1.6 Data-Driven
Planning
2. Learner
Transitions
and Support

Standard
Students are engaged in quality management processes to
improve teaching, learning, and student life across the
campus.

Improvements in teaching and learning are supported by
data-driven and appropriate information collected and
analyzed by the campus/institution.
Access to the program is consistent, equitable, and
transparent.
Student transitions into the college are supported at all
levels including entry into the college and their program, as
well as into higher levels of the program.
Academic achievement is supported through clear and
timely advice and assistance, inclusive of learners requiring
accommodations.

2.4 Well-being

Well-being is supported through suitable, timely and
equitable services.

2.5 Appeals and
Complaints

Complaints and appeals are addressed consistently and
equitably.

2.6 Exiting the College

Transitions out of the college and into other institutions or
the workforce are supported.

3.1 Qualifications

Personnel who teach or support teaching are appropriately
qualified.

3.2 Orientation

Personnel who teach or support teaching receive
orientation as well as regular opportunities to maintain
currency with policies, expectations, and operations.

3.3 Professional
Learning

Opportunities for participation in relevant professional
learning are available.
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Theme

4. Curriculum,
Instruction,
and
Assessment

Topic

Standard

3.4 Feedback

Teaching quality is enhanced by feedback.

3.4 Resources

Teaching quality is enhanced by appropriate resources.

3.6 Workloads

Workloads are appropriate and support quality teaching
and learning.

3.7 Supervision of
Students

The quality of student supervision in capstone projects,
clinicals, workplace learning, etc. is ensured.

3.8 Recognition of
Excellence

High-quality performance, contributions, and other related
activities are recognized for all campus staff.

4.1 Program Review

Programs are reviewed to ensure relevance and includes
input from all program stakeholders.

4.2 Curriculum

Program and course outcomes focus on skills, ideas,
attitudes, and values relevant to the profession.

4.3 Work-Integrated
Learning

Opportunities for experiential learning are integrated into
the program.

4.4 Assessment

Assessments are reliable, valid, equitable, and consistent.

4.5 Assessment
Standards

Assessment standards are appropriate and reviewed.

4.6 Academic Integrity

Academic integrity is ensured through the application of
fair, equitable, and consistent mechanisms.

Note: ACC’s standards (ACC, 2021a) were influenced by the research and guidebooks made publicly
available by other post-secondary institutions including: Accreditation Organisation of the Netherlands
and Flanders(2018); Matear (2020); Ontario College Quality Assurance Service (2020); Quality Assurance
Agency Scotland (2017).
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Appendix C: Eight Dimensions of Organizational Capacity for Change

Note. Adapted from Judge (2012). The human capital dimensions are highlighted in blue, while the social
infrastructure dimensions are highlighted in grey.
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Appendix D: Sample Briefing Note
Topic

Academic Integrity

Current
Standard

Academic integrity is ensured through the application of fair, equitable, and
consistent mechanisms.

General
Overview

This standard considers how the campus ensures expectations of academic
integrity are promoted across all forms of delivery and how the campus
prevents and responds to failures of academic integrity.

Related
Document(s)

Academic Integrity Policy and Procedure, Academic Integrity webpage with
linked resources

Path(s) of
Inquiry

• What does this mean in the context of a particular program on a particular
campus?
• What is working well?
• What are the current challenges to equity in academic integrity, and how do
our policy and practices impact underrepresented groups?
•
•

Emergent
Theme(s)
Supporting
Action(s)
Revised
Standard
Evidence
Example(s)

